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ABST TACT 

The ob jective of this Study was to make an appraise) of the 
Executive Development Training program of the Navy Department for the 
purpose of establishing criteria and recommendations for the use of 
naval ordnance field activities in establishing executive develoymen t 
training programs. The criteria upon which the appraisal was bused 
included the programs and procedures recognized as outstanding in the 
executive development training field, current publicetions on the sub- 
ject, «ond conferences with executives uctive in the Neld of executive 
training. 

The majority of the material upon which the investigatim was 
based was obtained through conferences with various executives currently 
working in the Navy Department program. Study of training directives, 
program descriptions, training fihes, and conferences with Trainirg 
Directors, resulted in a thorough coverage of the Navy vepurtment 
progran. The procedures observed und the information obtained were 
then compared with the generally accepted practices indicated by a survey 
of the literature devoted to such treining in business and industry. 

The results of this study are considered worthwhile. In terms 
of the criteria used in the uppraisal, it is concluded that the Navy 
Department has a stron, highly flexible, individualized program that 
is well integreted into reguler departmental operations. Top civilian 
Menagement support has contributed materially to the program success. 
However, the progran has two fundamental weaknesses which would seriously 
detract from its effectiveness in any application to ordnance field 


activities. These weaknesses are: (1) Too little organization planning, 





and (2) 


1i 


the program is not integrated with an executive inventory 


and placement plan. 


For ordnance field activities, many of the practices of the 


Navy Vepartment program could be employed to some extent proviaing 


they are adjusted to the needs of the activity. To offset the weuk- 


nesses of the Navy Vepartment program, the following recommendations 


are offered: 


1. 


4. 


\ 
Ww @ 


Base the program on effective long-range organization 
planning. 
appoint an executive development committee charged with 
the development of guiding principles and specific 
procedures necessury to the success of the program, 
The £xecutive Development Committee membership should include: 
a. The Commanding Officer 
b. The heads of the various divisions 


ec. The branch head of the “brench in question” in 
individual cases. 


ad. The Industrial Relétions Directcr as a staff 
representative. 


Write a complete job description for each position in the 
orgmivzvation detailing the exact responsibility, authority, 
and relationship with others. standard Form 75, Job Jescrip- 
tion, is usually not adequate. 

“ake un inventory of personnel in executive positions to 
Getermine present und future requirements. 

brepare an avpraisul sapoart on each executive and prospective 


executive, outlining performance, potential, training needs 





5 el 


and course of action, 
(oe Develop procedures that will insure that: 
a. No one is overlooked. 
b. Individual progress is periodically reviewed. 
c. The development plan fits the individuals requirements. 
To the best of the w 


riter's knowledge, this is the first appraisal 


of executive development training in the Navy Departnient by me not 


involved in the administration of that progran. 








AN APPRAISAL OF EXECUTIVE DEVELOPMENT TRAINING 


AS APPLICABLE TO NAVAL FIELD ACTIVITIES 


INTRODUCTION 

This study was prompted by the desire of the Commanding Officer, 
U. S. Naval Ordnance Plant, Indianapolis, Indiana, to establish an execu- 
tive development training program which would satisfy the needs of that 
plant. However, preliminary investigations at the Ordnance Plant dis- 
closed that very little preparatory work had been done with regard to 
the determination of the need for executive training. In addition, it 
was found that plant policy on executive training was not clearly 
defined, and that effective procedures for the systematic appraisal of 
executive performance and eé¥ent ial were not established. 

Further investigation at the Bureau of Ordnance, Navy Department, 
disclosed that, with one possible exception, the Naval Ordnance Labora- 
tory, White Oaks, Maryland, no other ordnance field activity had an 
operating executive development program. The training program at the 
Naval Ordnance Laboratory is largely a professional development rather 
than an executive development program, therefore it was not included 
in this study. 

In view of the above, it was decided that the interests of the 
Ordnance Plant at Indianapolis, as well as those of other ordnance 
field activities, could possibly best be served by - appraisal of 
executive training as it exists in the Navy Department in Washington. 

Inasmuch as the literature available on executive development in 


the Navy Department is extremely limited, the writer, in order to obtain 





reliable first-hand information, held numerous conferences with various 
top-level executives who are concerned with executive training at the 
departmental level. The information obtained in these conferences has, 
in many instances, not heretofore been published. In addition, to the 
best of the writer's knowledge, no previous appraisal of executive 
development training in the departmental service has been made by one 
not involved in the departmental training program. 

A survey of the literature devoted to executive training prac- 
tices in business and industry was made to determine the most widely 
accepted techniques and procedures in current use by recognized authori- 
ties in the field. It was found that the details of the numerous well- 
organized programs varied markedly; however, the principles involved 
were remarkably compatible in almost every case. These principles were 
applied in the appraisal of the Navy Department program. 

This study, then, had the following objectives: (1) to determine 
current executive development training practices in business and industry, 
(2) to determine and appraise the current practices and procedures in 
the Navy Department, and (3) based on the above, to develop criteria to 


assist in establishing executive training in ordnance field activities. 





EXECUTIVE DEVELOPMENT IN BUSINESS AND INDUSTRY 
Factors Influencing the Growth of "Programs" 

A number of trends and conditions have contributed to the rapid 
growth of executive development programs in recent years. Not all com 
panies have been affected to the same degree or in the same manner; 
however, "there is clear evidence that American business management is 
becoming more and more concerned with the problems of executive manpower 
development ....... This trend is significant because it reflects a 
growing concern with the necessity for providing a more orderly and 
dependable source of supply for qualified executive meee Wha t 
are some of the factors influencing this trend? 

1. The effect of the depression years onthe progression of men in 
industry resulting from industrial contraction and reduced oppor- 
bunity. 

2. The wholesale removal of younger men from industry necessitated by 
World War II manpower requi~ements. 

3. The realization that the decline of the national birth rate during 
the depression years will cause serious shortages of manpower in 
the late 1950's. 

4. Hign executive turnover - considered by many to be one of the most 
important single points underlying the need for the development of 
training programs. 


2 
5. Interest in the long-term survival of established firms - 
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1. Worthy, James C, "Planned Executive Development: The Experience of 
Sears, Roebuck and Co." AMA Personnel Series No. 137. 


2. Riegel, John W., Executive Development, Ch.2, University of Michigan 
Press, 1952. 








6. Existing economic and political problems such a8?: 
a. Rate of expansion. 
b. Technological advancement. 
c. Increased government regulation. 
d. Decentralization of operations amd control. 
e. Diversification of products and services. 


f. Growth of unionism. 


Objectives 

The literature reveals the significant fact that companies vary 
widely in their individual statements of training objectives. Some of 
these are: to Keep executives alert, to attract and hold men of execu- 
tive calibre, to improve morale, to provide a proving ground for future 
executives, to make good men better, and to increase the effectiveness 
of the executive family as an operating team. However, most programs 
have at least two objectives in common. They are’: 

1. The preparation of men to perform more effectively in their present 
capacity. 

2. The provision of a pool of qualified men to fill executive positions 
or to assume greater responsibility as needed. 

The Standard Oil Company of California established its formal 
company-wide program in 1946 and is considered by many to be one of the 
best systematic training programs. Mr. H. L. Samuelson, Manager of 
Executive Development for that company, defined the primary objectives as: 
3. California Inst. of Tech. Industrial Relations Bull. No. 23, page 4. 
4. Ibid. 3, page l 





"tl. To provide adequate reserves of qualified and seasoned candidates 
to fill executive, supervisory, and key staff positions as needs 
occur throughout the company and its subsidiaries. 

"2. To assure promising individuals opportunity to develop and utilize 
their capabilities, to the mutual advantage of individual and 
company. 

"3, As replacements occur, to assure that key positions are filled by 
individuals fully qualified to meet all requirements. 

'h. To develop and foster among management full appreciation of the 
obligation as to selection, training, appraisal, placement, and 
utilization of key personnel on a company-wide rather than a 
purely departmental basis." 

These objectives are perhaps as complete and accurate as one could 


devise. 


Organization Planning 

Many companies came face to face with the need for a systematic, 
continuous executive development program as one result of a careful 
study of the organizational structure of their respective firms. Indeed, 
it is generally arreed that organization planning is a "must" as the 
first element of an executive development program. Managers must recog- 
nize its future as well as its presert executive needs. "Each organiza- 
tion has to be tailored to suit the needs of the company in quest dom? 


The basic principles of organization are well known and will not 


5. Ibid 3, page 6. 





be repeated here; however, effective planning must take into account 
these principles. Many companies, after studying their organization, 
became painfully aware of such shortcomings as responsibility without 
authority, too many individuals reporting to one senior, too many levels 
of supervision, overlapping of responsibilities and divided authority. 

Organization planning must consider, among other things, the 
"compatibility of the responsibilities and tasks assigned to any posi- 
tion, the balancing of the work loads in the several positions, the 
matching of authority with responsibility, and the teaming up of 
specialized individuals and groups in joint efforts upon complex prob- 
lems." "The organization structure can always be under scrutiny with 
a view to its improvemen z= 

When the structure of the organization is reasonably well defined, 
the responsibilities assigned to various individuals are apparent and a 


basis for appraising incumbent performance is available. 


Initiation of the Program 
The first and most obvious conclusion one reaches after study 
of the existing programs is that no two are identical in the detailed 
procedures employed in establishing them. The best programs in existence 
at the present time have been evolutionary in mature, not reform move- 
ments. They have started with attention directed to replacement require- 
ments at the "top" of the management pyramid, then have been extended 
to cover the lesser positions down through the organization. The pro- 


grams which seem to have met with the greatest success were those in 
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S. Ibid. 2, page 34. 





which too broad a scope was not taken at first, but rather in which 
company management sought success with each step and slowly expanded the 
program. 

The Westinghouse Electric Corporation, in initiating its program, 
appointed a Policy Committee responsible for establishing a sound 
'Development Program". This committee appointed a company-wide Director 
of Management Development and a Management Development Advisory Committee, 
members of which were directly under their respective counterparts on 
the Policy Committee. The Director and Advisory Committee then conducted 
an investigation into current practices of other companies, reviewed the 
objectives established by the Policy Committee, and made recommendations 
to originate a program in one division of the company as a trial opera- 
tion. This procedure enabled the Corporation's management personnel 
to keep an appraising eye on every phase of the program as it progressed, 
noting shortcomings, observing the reactions of the participants, and 
correcting mistakes as they occurred. 

Experience in business and industry has shown that the success 
of any program of executive development depends on several factors. 
First, and of utmost importance, is that the chief executive must be con- 
vinced of the necessity and importance of the program, and must convey 
his conviction to his subordinates. The chief executive must convey his 
conviction to subordinates by personally devoting time to the program. 

secondly, since the selection and development of subordinates 
is Be iicy responsibility of every executive, it is important that the 
program be developed cooperatively with the key senior executives of the 


firm. This leads to better understanding of the program and helps to 





make it work. 

Thirdly, "it is important that some member of management who 
understands the need for executive development be responsible for: 
seeing that it is carried out. To insure an overall objective view- 
point, this individual should report directly to the chief — 

The Executive Development Committee. Many companies have estab- 
lished special committees at the very highest level to insure that the 
principles outlined above are carried out. These committees are known 
variously as "Placement and Review Committee", "Management Training 
Committee", "Development Panel", to mention a few. They differ in 
composition from firm to firm, but a good composite might be: 

l. The chief executive as chairman. 

2. The operating heads of the various divisions of a company. 

3. Additional personnel from the "division in question" when 
handling specific cases. 

4. Some staff representative, often the Industrial Relations 
Director, serving in a secretarial capacity and as an 
advisor. 

- Among the various writers in the field one can find numerous 
concepts of the Aonct one! of Executive Development Committees; however, 
the following appear to be rather widely recognized: 

1. To develop principles and specific procedures essential to 


@ 


the success of the program. 


7. "The Development of Executive Talent," American Management Associa- 


tion, 1952, page 37. 





2. To develop appropriate forms for the administration of the 
program. 
3. To review the performance and records of executive personnel. 
4. To determine training needs. 
a2 To select candidates for training. 
6. To approve techniques of training and development to be 
employed. 
7. To be responsible for review and follow-up functions. 
8. To continuously appraise the program to ensure that the 
companies! needs are being adequately met. 
These general functions of the "Committee" are self-explanatory and no 
further comment seems necessary or desirable. However, the material that 
follows describes some of the details of the committee activity with 
special emphasis upon forms, selection of personnel, training processes 


and procedures, am follow-up. 


Forms Essential to the Program 

At least a minimum of records are necessary to the success of 
any program. This is particularly true of personnel programs of any 
Kind. Facts about the participants must be readily available. These 
may include: What is his job? How is his job being done? What 
are his persmal traits and habits? Does he participate in community 
activities? etc. In addition, a systematic and precise method must 
be available to determine training needs, replacement needs and individual 
performance or rating in his job. To accomplish these purposes the 
following forms are often used: 


ee ibid. 3, page 13. 
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1. Job Descriptions 

2. Fersonal Xecord or Qualifications Sheet 
3. Merit or Performance Reviews 

4. Gap Sheets 

S. Replacement Schedules or Charts 


6. Organization Charts 


Job Descriptions. Many firms have found that the "old" types of 
job descriptions, the checx-list form, are too brief and lacking in 
elements required in job synthesis and organization planning. As a 
result, in order to meet the requirements of organization planning and 
manpower analysis, many firms have developed "job descriptions" which 
not only outline the responsibilities and authority of the position, 
but include a statement of the function of the position and its rela- 
tionships with other functions. Such job descriptions naturally follow 
from an exhaustive and detailed study of company organizatinn. In some 
cases managements have developed detailed "Management Guides" in which 
all positions are charted and described. The Standard Oil Company of 
California has in daily use an outstanding example of such a guide. 
Fig. 1 is the hypothetical job description for the position of Manager 


of the Fersonnel Department. 


Personal Record. Another of the basic records essential to the 
proper administration of the Executive Development Program is the 
Personal Record. The form and content of personal Rents varies from 
company to company; however, much of the required information is availa- 


ble in most companies. "The principal problem is to assemble materials 








MANAGEMENT GUIDE 


MANAGER, PERSONNEL DEPARTMENT 
I. FUNCTION 


As a staff member of management, the Manager of the Personnel Department is 
charged with advising the President and furnishing functional guidance to the 
heads of the organizational components of the Company by developing and apply- 
ing sound plans and practices for personnel administration and industrial relations, 
and with conducting such activities for the staff departments. 


II. RESPONSIBILITIES AND AUTHORITY 


Within the limits of his approved program and corporate policies and control 
procedures, the Manager of the Personnel Department is responsible for, and has 
commensurate authority to accomplish, the fulfillment of the duties set forth below. 
He may delegate to members of his Department appropriate portions of his re- 
sponsibilities together with proportionate authority for their fulfillment, but he may 


not delegate or relinquish his over-all responsibility for results nor any portion of ° 


his accountability. 
A. Activities 

1. He will formulate, or receive and recommend for approval, prceposals for 
policies on personnel administration and industrial re!ations, will ad: in- 
ister such policies when approved, and will conduct such activities for the 
staff departments. 

2. He will establish procedures for personnel administraticn and induetric! 
relations, and will establish and administer procedures for the initiaiicn 
and maintenance of personnel records. 

3. He will negotiate, but not sign, cgreements with employee grouy 
labor unions, and their representatives, affecting stalf depamme:t 
ployees or employees of both the Marketing end Manufacturing [ 
and will advise and assist in the negotiation of such agree; 
employees oj only one division, cs requesied. 

4. He will establish and ccnduct a Company personne! ofhce 
istration of personnel and industrial relations matters, end « 
therein personnel records of members of manage:ment end h: 
employees. 

9. He will participate in the selection of personnel for mancg t 
and will conduct the initial interview of applicants for such pos! 
for employment in the home office. 

6. He will prepare, guide, and co-ordinate the personnel rat.ng an! 
development programs, and will formulate, or receive and ricer 
approval, proposals for action based thereon. 

7. He will guide and co-ordinate the safety program and safety stendar? 


a 


practices, and will disseminate applicable safety laws and orde:z 
8. He will guide and co-ordinate employee benefit plans and programe, cn i 
will conduct activities pertaining thereto for the personnel ol the sta.! 
departments. 
B. Organization of His Department 
1. He wil] recommend changes in the basic structure and complemen! of |.:. 
Department. 
C. Personne] of His Department 
1. Having ascertained the availability of qualified talent from within the Co. 
pany, he wil] hire personnel for, or appoint employees to, positions otner 
than in mancgement within the limits of his approved basic organizution. 
2. He will approve salary changes for personne! not subject to the provision 
of the Fair Labor Stondards Act who receive not over $350 per inonth, and 
will recommend salary changes for such personnel receiving in excess o! 
that amount. 
3. He will approve wage changes for personnel subject to the provisions ol 
the Fair Labor Standards Act. 


* 
a > i ¢ 
4 o ® 


4] 


Fig. 1. Job Description. Courtesy of the Standard Oil Company of 
California. 
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4. He will recommend promotion, demotion, and release of personnel not sub- 
ject to the provisions of the Fair Labor Standards Act. 


5. He will approve promotion, demotion, and release of personnel subject t 
the provisions of the Fair Labor Standards Act. . 


6. He will approve vacations and personal leaves, except his own. 
7. He will prepare necessary job and position descriptions. 


D. Finances of His Department 
1. He will prepare the annual budget. 


2. He will administer funds allotted under the approved annual budget, or 
any approved extraordinary or capital expenditure program, or any 
appropriation. 

3. He will approve payment from allotted funds of operating expenses and 
capital expenditures not in excess of $1,000, which are not covered by the 
approved budget, any approved expenditure program, or an appropriation. 

4. He will recommend extraordinary or capital expenditure programs and 
appropriations. 

5. He will adininister liscal procedures. 


6. He will receive for review and recommendation the items of the annual 
budgets olf other staff departments and the field divisions coming within 
his province. 


Ill. RELATIONSHIPS 


The Manager ol the Personne! Department will observe and conduct the follow- 
ing relationships. He macy dceiegate portions of the conduct of such relationships to 
members of his Department, but may not delegate his over-all responsibility or 
accountability for theiz proper conduct. 


A. The President 


1. He is accouniab!'e to the President for the fulfillment of his function, respon- 
sibilities and quthcrily, and relationships, and fcr their proper interpre- 
tation. 

2. He wil! relieve the President of adiainistrative detai! as outlined in this 
Guide or as specified by the Vrecident. 


B. Other Doepcrimen! Manages 


l. He wilt advine ond assist cther Department Managers in the fulfillment of 
their recre ctive functicns in matters within his crovince and will co-ordinate 
his ack: vities snd co-opercie with them in matters of mutual concern, but 
in so doing he will no! assume, nor will he be delegated, any function, 
reoronsibility, cutherity o: relationship belonaing to any other member of 
MON C seri. 


ne) 


C. General Maragers of Divisions 


]. He will advise ci:d assist the Ceneral Manacers oi the Divisions in the ful- 
hilment of this resnective functions in matters within his province and will 
co-erdinate his acuvities and co-operate with them in matters of mutual 
concern, byt ir su doing he will not cissuine, nor will he be delegated, any 
junction, responsibility, authority or relationship beienging to any other 
member of sznanege:nent. 


D. Othors 


l. In the conduct of these relationships, he will establish and maintain those 
contac!s necessary to the fulfillment of his function. 


2. The President may specify, from time to time, other relationships to be con- 
ducted by him. 
E. The Public 


1. He will conduct such ruicticnships outside the Company as cre necessary 
to the accomplishment of his function, acting in such cases only as the 
representalive of the President 


- ~ —~ = 


Fig.l (continued). Job Description. 
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which are already available but scattered.” According to one authori- 
ye this record should give a case history of the individual, including 
description of the person, formal education, pre-company work erie nieed: 
coispany experience, and outside activities. "The meat of the record 

for purposes of the Executive Development Program is the detailing of 
experience in the one slater The importance of the centralization 

of personal information is readily apparent when one notes that "past 


performance is regarded by many companies as the best basis for fore- 


casting the capacity of key men to undertake greater responsibilities". 


Performance Review. This form is essentially a means of catalog- 
ing the appraisal of the individual's performance in his job. Once 
again the literature reveals a wide variety of documents used in record- 
ing performance appraisals. Typically, the "review" form reflects the 


appraisal methods employed by the individual company. Some firms, 


Westinghouse Electric Corporation, for example, use a two-part appraisal 
form in which the individual's performance is detailed according to con- 
siderations of Results, Methods, and Personal Adaptability. The second 
part, Evaluation of Potential, is designed to enable management to 

obtain a picture of present resources in management personnel, to provide 


specific knowledge of the present state of readiness for greater 


9. ‘Recognition of Individuals", Annual Report, 1952-1953 of the Ind. 
Rel. Sect., California Inst. of Tech. 


10. H. L. Samuelson, Manager of Executive Development, Standard Oil of 
California. 
ll. Ibid 7, page 369 


12. Ibid 2, page 75. 








responsibility, and to indicute Manugement Development ste,s to be 
tuken. Figure 2 illustrates this essenticel record. 

Other companies, the ", L. Maxsm Corporation, for exemple, use 
e Single-sheet two-page form for a ourrative description of performance, 
personul characteristics end potential. In addition, space has been 
provided on the reverse sice of this form to indicate action to be taken 
with regard to the appraised individual, ond en indication of his cur- 
rent status. 

These are but two examples of the many forms usec, but it should 
be pointed out that forms developed by one company ure Seldon satisfec- 


tory when adopted without modificution by another. 


Gap Sheets. a few companies have developed so-called "Gap" 
sheets which have the purpose of showing in an orderly fashion the 
aress in which, and the degree to which, the qualifications of the man 
differ from the requirements of the job. The Inteznationul Petroleum 
Compuny (Peru) developed such a form which is "a simplified job speci- 
ficution on which ore listed the specizl requirements of euch succes- 
Sively higher position to be checked against the qualifications of the 
person under Se # record is provided, thareby, of the differ- 
ences between the educational and vocetionul requirements obteined from 
the job description and the educational and vocational gqualificutions 
of the reviewee. It does not appear to the writer that this particuler 
device has gained very widespreed use. The same information is available 
in records previously described. 


eee ow apes 2 22 aoe eee S28 ae oe @ 2s = = 2s Se © ss oe =e 2 oe OF 


mo. ibid. 7, page 315. 





15 


. 
= Westinghouse 


MANAGEMENT DEVELOPMENT 


PART I—PERFORMANCE 






Las? FyRST 







-_ aa Seer 
| INE TIAL 


NAME DEPT. & LOCATION 








Ee — see 


POSITION TITLE AGE YEARS OF COMPANY SE RVICE 


TR, 
| DATE ASSIGNED TO POSITION APPRAISAL PERIOD. FROM en 440 __ 
MON The Year 


 WONTH & YEAR 





Le 


Fig. 2. A set of forms emplcyed in the appraisal of performance and poten- 
tial, sheet 1. 


Courtesy of Westinghouse Electric Corporati cn, 








PART I—PERFORMANCE =——==+}—+________—__ 


as outlined in the POSITION DESCRIPTION for his position. Place an ‘X’ in the degree block thot applies 
to each of the PERFORMANCE FACTORS under the headings, RESULTS, METHODS, AND PERSONAL 


: When reviewing the performance of an individual, be sure to evaluate this in terms of RESPONSIBILITIES 
ADAPTABILITY below. The leading questions under each factor are net to be checked individually. 


RESULTS - How well has this individual accomplished his assigned responsibilities since his last appraisal ? 





UN- OouT- 


QUANTITY OF WORK SATIS- STAND- 
How completely are his assigned responsibilities carried out ? aon ha 
How do accomplishments compare with normel expectancy ? 
How are ossignments completed with respect to time ? 


QUALITY OF WORK 
To what extent are accomplishments free of frequent or costly errors ? 


Whot is the quolity of results when compared with normol standerds ? 
To whot extent is quality mointained under all conditions ? 


ore seer | | 





How copoble is he in budget planning and expense control ? 
Whet is his obility to operate ot minimum costs without secrificing results ? 
How conscientious is he with regard to cost and expense reduction ? 


PLANNING AND ORGANIZING 
Haw effectively is his personnel organised to discharge their duties ? 
How well does he anticipate and prepare for chonging conditiens ? 
Is he constontly improving his methods and procedures ? 


GETTING ALONG WITH OTHERS 
How tactful and diplomatic is he in dealing with others ? 
How does he cooperate with associates in his own ond other departments ? 
How well does he promote free communication between himself and others ? 
DELEGATING RESPONSIBILITIES 
How well does he evaluate the ability of others in making ossignments ? 
To what extent does he give his men warranted responsibility ? 
To what degree does he develop initiotive in others ? 
DEVELOPMENT OF PERSONNEL 
What is his ability to recognize and develop the copabilities of others ? 
How well does he offer constructive criticism and recognize good work ? 
How well do others learn from him ? 


PERSONAL ADAPTABILITY - What ore the personal attributes of this individual ? To what degree are they shown in his 
performance and to what extent do they help him fit inte his assignment ? 





UN NORMALLY 


SATIS- 
KNOWLEDGE OF JOB caciome EXPECTED 


How complete is his knowledge of the work of his own and related deportments ? 
Haw adequote is his knowledge of company policies offecting his responsibility ? 
How well does he keep abreast of developments in his field ? 


LEADERSHIP 
How well does he inspire teamwork and direct his group toward a desired goal ? 
How clearly ond understandably does he express himself to an individual or group ? 
How fairly ond impartially does he treat his men ? 
INITIATIVE i 
To what extent does he originate plans ond follow through ? 
How promptly does he moke decisions ? 
To whet extent does he act on his own responsibility ? 
DEPENDABILITY 
How reliably does he fulfill the responsibilities of his position ? 
How willingly does he occept additional responsibilities ? 
Does he speak end oct for the good of the organization ? 
ANALYTICAL ABILITY 
\ How well does he get all necessary focts when considering a problem ? 
How well does he evaluate ond interpret the facts bearing on ao problem ? 
What is his ebility to separate focts from opinions ? 
VISION ’ 
What Is his ebility to think creatively ? 
To what extent is he mentally alert and conscious of new situations ? 
= ow well does he look aheod ond formulate new ideos fd dt dt 


How well does he look aheod ond formulate new idecs ? 








Page 2 


Fig. 2 (continued). a set of forms employed in the appraisal of rperformunce 
and potential, sheet 2. 
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PART I—PERFORMANCE (continued) —————>————— 








From the analysis af Performance Factars an the preceding page, describe in detoil in ] and 2 belaw, the 
reasans influencing the canclusions reached: (Nate - Sufficient infarmatian should be included to help prepare 
the immediate supervisor for an effective discussion af perfarmance with the individual.) 


1. Give examples or describe areas in which perfarmance is abave normal. 




















2. Give examples or indicate areas where performance cauld be improved. 





OOOOH SHH OH HHHHOHOHHOHHEHHOD 


SUMMARY OF PRESENT PERFORMANCE 


OUTSTANDING “CLOSE TO” WEEUAL EXPECTED Nonna Ree NAL. Bose ReTORY 
OUTSTANDING PERFORMANCE 
1 2 3 4 5 6 7 


LIMITED APPRAISAL - NEW ON THE JOB [| (CHECK BOTH HERE ANDO ABOVE WHERE APPLICABLE) 


HSH OHHHHHHHHHHHHHHHHHHOHHOD 


GENERAL 


|. Is he well suited ta the type of work he is naw doing ? Yes C) No J If nat, what da yau recommend ? 





2. What course af action do you recommend to improve his perfarmance ? 








~ 


i a P 





ep 


5. Has there been any marked change in performance since his last appraisal ? Explain briefly 


——— 
—_ ee ee  ———— 


B APPRAISAL MADE BY: 


NAME re TITLE =. 
MAME = a —___-—__— 
AME ——_——- TITLE____._____ — 





Fig. 2 (continued). « set of forms employed in the appraisal of 
performance and potential, Sheet 6. 
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—————————— Diteussion of Appraisal with Individual 





—_————————— rn ere 


Informol discussion of Performonce between the individuol ond his immediote supervisor is essential and 
is intended to promote and meintain good morole by estoblishing mutual understanding. Performance, 
stressing responsibilities stated in his Position Description, should be discussed thoroughly in a private 
friendly conference in order to: 


@ Give the individual recognition of his outstanding accomplishments. 
@ Let him know exoctly where he stands. 
@ Show him where it is felt he can improve himself. 


@ Explain why it is to his advantage to undertake this improvement. 


In further discussion, draw from him the information colled for in the following questions ond enter onswers in the 
appropricte spoces: 


(c) Whot does he hope to ochieve within the company ? 











(b) Whot does he believe to be his outstanding abilities ? 


— eo 








(c) What is he doing to improve himself both personally and in relation to his present position ? 
































(e) What wos the reaction of the individual to the discussion of his Performance? 





eee 


DISCUSSED WITH INDIVIDUAL BY: 


TITLE _ DATE 


te 


NAME << 
IMMEDIATE SUPERVISOR 


Page 4 


Fig. 2 (continued). «m set of forms employed in the appraisal of 
performance and potential, sheet 4. 
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Fig. 2 (continued). «a set of forms employed in the appruisal of 
performence and potentiel, sheet Oo. 
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SS Part EVALUATION OF POTENTIAL (continued) 


\ 


HI. {f this individual has potentiality for advancement, but needs supplementary development, what experience and trail 
ing would you suggest as being most beneficial in readying him far promation ? 











IV. Are there any other conditions af a business or personal nature which might limit his flexibility for advancement or 
relocation? Explain: 








EVALUATION MADE BY 





NAME icici? | LG av UL 
MAME —— ———— _ TITLE —_— 
Anat Ze, _—<—~Z.- ITE or 
APPROVED BY 
>. 
: rc RmioR TO COMai TIF CHA TRAN Sa Le " — me: 
Page 2 
Fig. 2 (continued). a set of forms employed in the appraisal of 


performence wid potential, sheet 6. 





Replacement Tables or Schedules. The purpose of the Replacenent 
Table is to show in an orderly manner: (1) the relative performence 
and potentiality of incumbents in various executive positions and, (2) 
the degree to which certain personnel in levels subordinute to the 
executives are reudy for advancement or ready for further development 
prior to advancement. The Replacement Table (or chart) is "a working 
list, as contrasted to a finul selection, of the best prospects for 
leadership within a unit or within the Division as a wiole....0 7 

Replicement schedules usually teke one of two forms, modified or- 
ganization charts coded to show the desired informstion, or tables 


listing by position titles the present incumbent und two or more re- 


placements for thet eon” 


Follow-up Sheets. This form, in its usual use, provides". docu- 
mentary control on the progress of the executive ‘trainee’ in snail 
It often cmtains reference to such things as suggestions and guidance 
given to the individual; his reaction to the program; u Summary account 


of the person's performance during the period being considered; and 


suggestions for the next period of development. 


Orgmizetion Charts. The orgunization charts show graphically 


the lines and focal points of responsibility which exist by virtue of 


@ 


tbe way in which the affairs of the compuny have been arrenged. They 
are an invaluable tool when studying the firm’s structure initially for 
the purpose of determining training needs or requirements. 


14. Ibid. 7, page 350. 


15. Ibid. 2, pages 1350-1301. 
16. Ibid. 3, page 20. 


The Appraisal of Performance und Potential 
after the information hus been compiled fram organization charts, 


job descriptions of the executive positiais, md personel information 


1? 
for each incumbent, it is generally ugreed that adequate appraisal of 


the performance and the cupacity or potential of each individual is the 


next necessary and logicul step. 


Performance appraisal. Professor John W. Riegel, University of 
Michigan, in his survey of fifty leading american companies found that 
there are at least three distinctly different plans of appraisal. 


Briefly, these are: 


1. The first plan, which depends upon spontaneous discussion 
by a committee and the emergence of unanimous opinion on 
at least some aspects of performance, appears to the 
writer to be useful for specialized positions which have 
a few major responsibilities, and particularly if experi- 
ence and research have yielded standards of :erformance..... 
The unplanned review appears to the author / Riegel _/ 
to be less appropriate in ur appraisal of the performance 
of a man who haS muny unique responsibilities ..... this 
plen does not stimulate the reviewers to define or outline 
their standards of judgnent.... 


2. The next plan of review requires systematic consideration 
of how well the individual has performed certain specified 
manugerial activities. This leuds the appraisers to con- 
trast the accomplishments and procedures of the individuals 
who engage in those activities. This should be done with 
due regard to the conditions and requirements of their 
jobs. Of course, the judgments are made with the over-all 
achievement of the retee in mind, ...... The method does 
seem to have appeal because the judges can Camipare one 
man's achievement with the analogous achievements of 
others...... Under this method there is some danger of 
assuming that a ratee performs a given type of activity 
equ.lly well under each or his major responsibilities. 
This may not be the case ....... 


_—ee ee ema ee oe ae oh Oe @ a Ss = ot aoe ao a eo & =a Ge 


17. Toid. oF page Le. 
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«a more serious criticism of this plan is that 
the aspects of manugerial work selected for review 
are those in sane common positions, not those which 
are characteristic of the particular assignment under 
review..... 


oy The third plan, that of requiring the judges to consider 
the ratee’s performunce under each Of his own responsi- 
bilities appears to be superior in logic. Under it, 
however, there should be ua stundard of performance far 
euch major responsibility delegated to euch job or group 
of identical jobs. The defining of these standards is 
the mujor difficulty with the third plan. 


The plen has been usec in judging the performance of 
individuals whose responsibilities are numerous. Since 
the plan requires a fairly comprehensive review of each 
man's performunce of his own responsibilities, it ap- 
pears to be eSpeciully appropriate far reviews of the 
achievements of higher executives and tecnnical special- 
ists, who as individuals typicully huve a nunber of 
unique responsibilities. 

In any discussion of appraisal methods or techniques the ques- 
tion nuturally arises, "How frequently should reviews or uppraisals 
be maede?® The study mude by the Management Engineer, Department of 
the cy. of fifty-three companies states that “industry is close to 
unanimity of thought with regard to the need for periodic evaluation of 
the individual management executive". In addition, this sam study 
reportec that "there was general agreement that annual reting Was 


probably the most practicul, though some companies formally rate at 


six-month intervals and o« few rate on a biennia) basis". 


Potential appraisal. Estimates of potential or Capacity are 
forecasts of probable success in a position on the basis of achievement 


ana behavior in a subordin.te position. It appears that most companies 


Rem mees BSB eee 2 Se SB eO ee SF SS! SB SoS SB es Ss Ss = HS 


18. "Personnel administration ut the Executive Level", U. 5. Naval 
Institute, 1948, page 2l. 
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desire forecasts of this type to be mude, because they wish to note 
the numbers and locations in their organizations of the persms who 
have noteworthy potential and who can be regurded as reserves to fill 
vacancies at the higher levels. 

The surveys conducted by Riegel, by the american Management 
association, and the National Industrial Conference Board all irdicute 
that the majority of the companies interviewed prefer group appruisal 
aS th: primary technique of determining "potential". The Navy study, 
referred to previously, also concluded that "multiple rating und group 
judgment supplent the subjectivity inevitable in a single, man-to-man 
Ming’. 

Some companies, notebly Sears, Roebuck und Co., and United Parcel 
Service, have conducted studies of psychological testing as an aid in 
determining executive capacity or potential. Jumes C. Worthy, central 
personnel staff of Sears, Hoebuck and Co., has oerontes=— that “in & 
multi-unit orgenization such as Sears, tests can perform a highly useful 
function in providing a reasonably objective (or at least an additional) 
yardstick in reaching personnel decisions". The psycholorical test 
report can frequently suggest cossible areas of weakness or strength in 
the individual which might not ot hlterwise be discoverec, or might becane 
apparent too late. With regard tc the use of tests, Mr, Worthy mckes 


the following comments: 
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19. Ibid. 18, puge 23. 


2C. "Practical Methods of Mgnugement Development," AMA Personnel 
Series, No. 1357, page 16. 





are 


The tests are uSed with full awareness of their 
fallibility. The test report is merely one element 
among a variety of fuctors which are considered. The 
general rule guiding the use of test findings is that no 
finding is to be accepted as valid unless confirmed by 
other evidence independent of the tests thenaselves, 
There can be no substitute for good judgnent as the basis 
for any personnel decision. 


The Sears, Roebuck and Company psychologicul tests are referred to us 
"Standard Executive Battery", ond consist of the American Council af 


Equcation Psychological Examination / mental abilities /; the Guilford- 


Martin Inventory of Factars STDCR, Inventory of factors GaMIN, and 


Personne] Inventory 1 { tempersment_/; the »allport-Vernon Study of Values 
/ motivation /; and the Kuder Preference Record, Form BB / interests /. 
This test battery was administered to several hundred established execu- 
tives ufter which the Sears staff meticulously compared the test data 
with known characteristics. By the end of 1950, according to ba. Worthy, 
The standard executive battery hud been administered 

to approximately 10,000 people. with the experience gained 

and the constant opportunity to check their reports aguinst 

actual results, the testing staff hes gradually developed 

a keen ability to peor test deta in terms of concrete 

attitudes and behavior.“ 

Business and industry huve been cautious in the use of psycho- 
logical testing procedures. One obstacle thut appears to offer diffi- 
culty, real or imagined, is in establishing suitable criteria for valida- 
ting tests for the higher level executive personnel. It is widely 
recognized that “it is of utmost importance in any testin: program to 
uSe only tests that have themselves been tested, or to make provision 
for testing the tests before finally uccepting them as Paar #2 


aime Ibid. 20, page 17. 


Gas Joseph Tiffin, "Industrial Psychology", 3rd ed., 1952, page 64. 
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One criteria that might be used in this connection is the rates or 

20 ; 
speed of advancement in the firm. Iuch work renains to be dre in 
the area Of test validation before reasonably accurate reailts can be 


expected. 


The Personnel sudit 

Determining Needs, With the completion of the per formance 
appraisal the firm is ready to conduct the inventory of its personnel. 
a number of decisions must be mede by the Executive Development Com- 
mittee, among these are the answei's to such questions as: Where are 
repl.cements most lixely to be required in the near future? How many 
executives are scheduled for retirement? Of those executives available 
for pranotion to fill anticipated vacancies, how many need further 
training and what kind of training? What is the anticipated effect of 
resignutions on the number of executives available for the assunption 
of hizher responsibilities? are any changes desirubdle in the existing 
organization chart or in the job content as s result of anticiputed 
personnel changes? Obviously, all of the above decisions inciuding the 
final selection of personnel for any given position sre line functions. 
One authority has suid that "because of its effect om the future growth 
and develonment of a company, the program of executive development is 
essentisliy the responsibility of the cnief executive." oF AS has 
been indicated in u previous section, however, the Executive Development 


Committee is usually the body that operates the plan. 


=a BPeeovwrewewwewwew weweew oe Bee wae we es we = we 


24. Ibid. 9, puge 16. 
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Typical Procedure. In practice, one procedure which seemed to 


be satisfactory in several Complies ~ can be outlined as follows: 


Le 


The canmittee reviews the pertinent records of each of the key 


executives to be studied. These records include: the Personal 
Record; Performance appraisal; Potential appraisal; and any 

other information available. 

a coded organization chart is prepured by reporting senior 
executives showing the name, age, und level of performance of each 
key employee subordinate to him. In addition, a replucenent 
table showing the reservists for each key position by name is 
submitted to the cominittee. 

The reporting executive reviews for the committes the possibilities 
of resisnatioms and retirements and the availsbility of replace- 
ments. He refers to the replacement list and to the current 
levele of performance und the promise of the individuals numed on 
it. This gives the committee members an idea of the strength 

amd readiness of the reserviste. 

Statements of training plms or programs proposed for the key 
people betozs studied are submitted for review und comment by the 
conmittee. Such training plans are bused on the needs of the 
individual obtained fran a review of his job description and 

his performance appraisal. 

The Executive Development Committee then notes whether the 
reservists who are listed for partiqmlar positims are sufficient 


in number and suitable in potential, and whether their training 
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programs are well designed und timed. 

oan approval is given of the program or it is modified as the com- 
mittee deems necessary to comply with the organization policies 
and other over-riding directives. 

The coded orgunization churt referred to above is an indispensa- 
dle aid to proper committee action. Figure 3 illustrates the principle 
of such a chart. It gives at a glance the names of individuals in each 
key position together with an indication of their promotability and 
present performsance. 

The replacenent table is "drawn up after the performance 
reviews and the appraisals of potential have been Bi icvear. It 
shors the numes of the individuals who are considered qualified to 
replace the present incumbent in the various key positions. Figure ¢4 


represents the format of ach a table. 


Comment s on Procedure. In a recent survey conducted by Modern 
Industry it was found thet mnugenent cemsiltants and educutional 
leaders agreed that very few coipanies did an adequate jod of determining 
their needs. In the report of this ser it was stuted that the 
following question was asked: 


How do you rate management's ability to determine what 
it needs in executive manpower, to select candidutes for 
training, to follow up its training? 


Among the replies reported was that of Professor Ralph Davis, Ohio -tate 


University, who said: 


—mam am oe om ee oem Sm ow em ee eee ee ee ee ee 


26. Ibid. 2, page 138. 


27. “Survey of Executive Development across the Nation,” Modern 
Industry, Feb. 15, 1955, page 64. 
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Determining needs in manpower is primsrily a problem 

in administrative plunning. It is done poorly in most con- 

cerns. Perhaps this 183 so because muntugerient reyurds it as 

no problem, or else as one for the personnel staff. 

To the sume question, Professor Joseph Tiffin, Iurdue University, 
replied: 
Only a very few companies with which I am familiar 

have systematically analyzed future needs for executive manpower; 

still fewer huve jeveloped a valid method of seiecting cundi- 

dates for training, and the programs that have been instituted 
huve often been Organized too hastily. 

It appears that while many companies huve a good orgwmization 
in being to conduct training for th ir executive personnel, very few 
have yet gotten to the real problem, that of systenat ically deteraining 
the future needs of the conpany. «as has been indicated in previous 
Sections of this study, most companies have available the essential 


informution required for determining their requirements, hovever, full 


use of that information is not widespreed. 


Training amd Developm nt 

General. The literature in the field of trai:ing and development 
indicates that business and industry is almost unanimously of ths opinion 
that executive training must be accomplished along the lines of an 
individual case approach. Packaged training courses become less valuable 
and individual development becomes mre eSSential as one progresses up 
through the management hierarchy. Stock fara’© has given two reasons in 
suvport of such a premise: 


afew ewe 2 wee ewe Be Bests @ewe = wee |S 


28. Ibid. 3, page 35. 


1. The wide differences between persons in heredity and 
experiential buckgrounds, md 


2. The fact tha ultimate plaecement and perfamance of the 
individual is dependent, for the most part, upon his 
total personality. 
The appraisal of the individual's performance in his present job and 
the critical appraisal of his potential for future assignments dictated 
by the "needs" of the company are the foundation of the training and 
development progran. 

Selection. The proper selection of executive personnel for 
training, of course, is obvious. "Selecting the right trainee is 
critical to the success of the entire ouaeneae = It is a matter of 
primary importance, since the promotion of an untested man who later 
fails can be quite costly. "while he occupies the higher position, 
his own shortcomings ure reflected munifold in the substandard produc- 
tion of his subordinutes.” 

The literature reveuls thet no two companies use the same 
selection methods. Some, such 4s Sears, use a combination of subjective 
group judgment and certain psychological test batteries. Others use 
subjective groun judgnent alone, basing the selection on analysis of 
the individual. The latter companies ure in the large majority. Indeed, 
"the final selection of the trainee is usually made by a committee of 


top company Seat Consultants are sometimes used. 


29. "Company Programs of Executive Development ,"National Industrial 
Conference Board, Inc. Studies in Pers, Fol. No. 107, page 
joy 


50. Ibid. 2, page 142. 


Sl. Ibid. 29, page 10 


ore) 


The Training Process. Regardless of the manner in vhich 
final selection is mide, there appears to be certain basic reference 
points in the development of executive personnel. Once aguin, Stockford 
has outlined them as follows: 


1. Provision sould be made for sufficient development but not 
"“over-development"of the individual. 


2. Development should be on the basis of several men for each 
position and each man for several positions. 


oe It is best to avoid any final decisions as to who will get 
any Specific promotion until the appropriate time. 


4. The basic concept of management development is contrary to 
"specialism"; as men rise in an organization, their training 
and experience should become broader and bro der. 


5. Job rotation should begin in the lower levels of manugenent so 
that & man can gain experience for future use. 


6. Development aiould begin as early us possible in the "life" 
of the individual. 


7. & man should be observed closely in new environments to determine 
whether he is effective generally or only effective among friends 
and acquaintances. 


8. It is essential to plan for rotation between "line" am "staff" 
positions. 


9. Periodic academic training is of importance as one rises in the 
hierarchy of management. 


10. The less the professional devalopment of m individual, the more 


he is forced into “consiltative”™ management. 


Plan M&ing with the Individual. It is widely recognized that 
consultation with the prospective trainee, in any training situation, 

is essential. «a receptive attitude is of paramount importance if training 
is to be successful. One of the first objectives is to get euch trainee 


to realize his need for self development along well-chosen lines. an 


interview in which the truinee and his superior review his performance 


Tr 


of 


can indicate needed improvements in his knowledge, skills, or behavior. 
Professor Riegel, in his survey’; found that "interviews 
typically ure arranged at annual intervals”, and that "they cre person- 
centered", In many companies the trainee is asked and encouraged to 
participate in the development of his program because it is generally 
felt that the truinees’ “own desire and feeling of need is the main- 


DO 
spring of such effort’. 


Training Procedures. It appears that very few, if any, companies 
go about training their executives in the same way. Iioweve:, the sur- 
vey conducted by the national Industrial Conference Eoard indiceted 
general ogreement in one erea of trainixg. 

"Training practices used ut other levels in the orgwmization 

are Of only limited vuelue at the top. While some purposes 

cén be accomplished thraegh direct instruction md by group 

Mmcetings, the scope of executive development is so broad 

that new approaches must be found to supplement the mare 

traditional ones." 


gaining procedu:te should include, eccording to most writers, aon uppreisal 


the verious techniques to be employed, plan making with the individual, 


pnd the selection of courses of action to meet individual needs. 


de 
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among the techniques employed in business and industry in the 
veloprient of their executives ure: 
1. Job rotation 
2. Individuel Couching 
ze Gounseling 
4. Special reading assignments 
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2, Ibid. 2, page 174. 


03. Ibic. 2, pege 174 





5. Special study courses 

6. Couferences 

7. Seminers and itstitutes 

&. Committees 

S, Junior Eoards of Virectars. 
a more comprehensive list of techniques used is given in Figure 5. 

The following material is taken from a multitude of sources in 

the literature, and represents what seens to be the best thinking on 


the variqms cevelopment techniques. 


le Jod Rotation 
The technique is extensively used throughout busiress and indus- 


F The trainee may be assigned to new duties in a position at the 


try.” 
same or a higher level than his present assignment. In sore coripunies 
the trainee may muke intercompany moves, when that is fe«usible. He may 
retiain on the new jo for several months or far a year or longer. In 
addition, he may perform lergely as an obserwer, or he may take full 
responsibility after some pericd of coaching. In the companies using 
this particular technique, "the trainee is USyally on each job a full 
year”, This is no “Cook's Tour” arrangement. 

Other companies accomplish the same purposes, but probebly less 
effectively, by making trairee assignments through sick leave replace- 
ment, assignment of the individual on a temporary busis to other functions, 


or rotationsl assignmats m a "tour" basis where wm indivicuel will 


Spend several days to a few weeks in each major division of the conipany 


SeeFte@@aerks2eg@ @ @ BS Be & FS ae 2 Pere Be we 


34. Ibid. 29, page 14. 
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TWENTY THCHNIQUES OF EXECUTIVE DEVELOPMENT 
alrost always used: 


1. Merit or performence reviews 

é. Visits to other compunies. 

3. «attendance at technical meetings and managerient 
conferences 

4, Distribution of reading lists and managerent 
bulletins 

Oo. Group meetings 


Often used: 


6. Job rotation 

7, advanced man:gement courses at Harvard and 
elsewhere 

8. Committee assignments 

9. Consultants 

10. Executive inventories 

ll. Job descriptions 


Sanetimes used: 


12. Special trainee positions 

13. hultiple management plans 

14, Management cebinets 

15. Understudy or assistant-to positions 

16. Community leadership 

17. Health and fitness programs. 

18. Individual counseling 

1¢. «assignment to treining or sales department 
20. Sponsor plan 


Note: 

Most companies with programs use a multiple approach. Thet is, 
they may employ half the techniques listed in this box,or even 
more. The three groupings are, of course, urbitrury, und they 
ére based on the practices cf only « few dozen cor.rnanies. 
Finally, u "sometimes used" technique may prove more effective 
for « given company than an "ulnost always used” one. 


Fig. 5. Techniques of Executive Development 
Teken from "Company Progrems of Executive vevelopmant,” Studies in 


Personnei Policy, No. 107, National Industrial Conference Board, Inc. 
New York, New York. 


o7 


becoming acquainted with other people and their essignnmts. Both of 
the ubove methods provice orientation und insight into the nature of 
the responsibilities of other management positions, and assist the 
individual in identifying his own position in the total structure of 
hanugement . 

To provide precise or specific experience some canvanies have 
Created assistaent-to positions to satisfy the needs of specific 


individuals. 


2. Individual Coaching 

Most writers «re agreed that the individual's immediate superior 
is the person best situated to instruct him in the performance of his 
Work. MOst certainly the immediate superior can observe the trainee'’s 
achievement and judge itS merit. In addition, the Ssuperior’s experience 
undoubtedly hes equipped him to instruct the trainee at any tine when 
his methods or his behavior need correction. At the sume tine, merely 
by Observing the methods of the superior the trainee gets certain cues 
for the performance of his own duties. However, the exasple set by a 
superior has value only insofar as the trainee understands it. There- 
fore, according to many, the superior must invite questions regarding 
his own methods, purticularly from au new man. according to one writer, 
couching "is generally of most value during early stuges of a person’s 
assignment to o new position”. As time passes in the new position, less 
and less couching is require if the lidividuul adepts hi: self well. 

a BUperior, When couchirnrg, Stimuletes his juniors to do better 
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535. Ibid. 3, page 38 
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work and to try demonstrated methods. « resourceful coach will arrange 
speciel problems to channel the desired effort on the part of the 
trainee. Many illustrations of these special arrangements have been 


36 
outlined, 


Sys Counseling 


The purpose of counseling is to assist the individual to adapt 
to conditions of “life” beyong the limits of the job; to cope with 
problems having their origin in off-the-job situations but which may 
affect his ebility to edjust to the demands of his job. The technique 
usually recommended is to avoid telling the trainee directly about his 
Shortcomings of this nature, but, by skilful inquiry briny the trainee’s 
methods into the spotlight and get hin to question whether his own 
methods are effective. The Hill-Fann interviews reprinted in appendix 
A of Riegel’s "Executive Development” are excellent examples of this 
technique. 

Counseling, it iS agreed, should be provided by ths most appropriate 
person. These may be: the inmedicte superior, the cormpany or personal 
physician, psychclcogist, training or education specialist, or the 
minister, devending on the nature of the problem on the one hand and 
the nature of the counselor in whom the trainee has the greutest confi- 
dence on tke other. 


apo et ae ee og ow en ee ee eee ee ee oe Get og oe ee es 


56. In this connection See: 
Reilley, Swing 4., “Orgenizetion end Developing the Management 
Team,"Univ. Michigan Bur. Industrial Relations, 1950; 


Mace, Nyles L., "The Growth wd Vevelopment of Executives,” 
Graduate =chool of bus. adm., Hurvard Univ., 1950, Ch. 6. 


4. Special Heading assignments 
Special reading assignments huve the purpose of extending the 
"cultural" basis of the individual by providing him with an insight 
into other phases of the business world. ‘The usual method is to 
assign reading fran many of the reputable journals and texts thereby 
providing a review of general problens of business, manugenent, current 


affairs, and other related topics, 


oP Special Study Courses, 

These courses have the purpose of providing the trainee with 
Specific factual information which is required directly in the yper- 
formance of his present job or has some direct relation to the re- 
quirements of the vosition for which he is being developed. The usual 
form of t'is tyre of traiuing is the compuny-Operated class or some 
Sfecial arrangement with locsl schools. Courses offered by verious 
companies include: Accounting, Personnel administration, Production 
Control, Methods Analysis, et cetera. 

6. Conferences 

Conferences serve as a source of information on zesearch fim ings, 
theories, and principles of interest and concern to manu genent personnel, 
end to encourage participation of nanugement personnel in the review and 
discussion of these theories and principles. Conferences of this sort 
do much to aid in the development of the individual thraivgh informal 
discussion of problems common to IManagenent personnel. Professor 
C. E. Lawshe, Purdue University, has Said, "Developing respect for 


oneself and developing respect for the other conferees ure two major 
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benefits to be derived from contereneedil Conferences are offered 


by business and professional societies und universities; they range 
in length from three days to several weeks. Most writers agree that 
conferences are most effective if they are held on a full-time besis 
eway fron one's place of work. 

7. Seminars end Institutes 

These are similer to conferences in purpose, but ere usually 
offered on a part- or full-time basis by universities. The major 
distinctions between seminars md conferences are that seminers cover 
specific topics in more detail, are more formal, end often much longer 
in duration. Conferences ure devices of orientation and ecquaintance; 
seminurs are more educational in purpose. Examples of this truining 
technique or method are: Tho advanced Management Program of the 
Harvard Graduate School of Business Administration; The University 
of Fittsburgh's "Management Froblems for Executives"; similar problems 
offerecd from time to tine by the University of Western Ontario, Stan- 
ford University, md others. 

The Advenced Manavement Progrum offered by Harvard, to take en 
exumple, offers the following six subjects which ure discussed during 
the thirteen-week session: 

- administrative practices 

Business and american Economy 
Cost and firenciel adminietration 
Froduction management 


Market Inenagement 
Problems in labor relations. 


6 @ 
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Classes are one hour in length. The groups are small and the teuching 
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Februery 12, 1954, Purdue University. 
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is by the case study methoc with full participation on the part of 
trie stucents. Mornings sure devoted to cless seSsions, efternoons to 
Sspecieél study groups, end there ure ccecusional evening meetings with 


guest Speakers. The progre: is « rich intensive one. 


8. Committees 
Committees serve the purpose of giving an individual the oppor- 
tunity to work on specific problems and to be observed by his superiors. 
Under experiexced leadershiiy, cammittees are 1.0St valuable then made up 
of individuals from different levels end varied experience. This not 
Only aids in the solving of a problem, but Lelps to develop eacr member 


of the group. 


9. Junior Boards of Directors 

This is the type of treiring for which McCormick amd Conmpany,Inc. 
of Baltimore, Md., under the leadership of Churles McCormick becume 
so widely publicized. according to Charlies McCormick, the junior board 
is not a final policy-making body. Its members study company problems 
end make recommendations iS the senior board. Only recomendations 
su~ported unanimously by the junior board are referrec to the senior 
boerd. The junior board is free to delve into any company nutter which 
interests it. During the firs: five years the junior board was in 
existence "2,109 ee P ctens” § were passed up the line. Of those, 
"2,103 were adopted in whole or in part by the senior Boangrne 

To-day, McCormick and Conpany’s junior board is canposed of thir- 


40 
teen members all of Which ure elected by company employees. 


66, 399. Ibid. 29, page 41. 

40. For further information about these boards und about multiple menage- 
Ment, see two books by ©. FP. lcCormick; "Multiple Management”, 1957 
and "The Power of People", 194%, Harper Bros. 
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Sum‘ ary 
-T. Frenk W, Pierce, Director, Standard Vi} Company of New 


Jersey, has very ably summarized the importance of developing execu- 


4 
tive talent. : 


1. Manegenent shill in our society is importent. It has 
performed miracles in this country. But what We cén 
do in the future to make our own Society, and perheups 
a worle society, better, more secure, and richer in 
Sutisfections. is ca: dit ioned by the job we do in 
developing manugement skills und passing them along 
to succeeding generations. 


2. While we are moving in the direction of a4 profession in the 
clanogement fielc, the art and science of management is in 
its infancy and there is plenty of room for erowth. We 
do not know yet hor to identify infallibly the men wio 
can grow, 


5. The need is not simply for men with Spec lalized knowledge 
but for men with a broad sense of public responsibility - 
am awareness that institutions as well as indivicusls huve 
citizenship responsibilities. For « great society we need 
a broad-sauged Teacdershinp. 


4. There is increasing evidence that democracy is « sound idea 
not merely in political fields but also in business and 
industrial mcnagerent, Democracy involves participation- 
distributing responsibility cver a very wide aree and « 
large nunber of veople. The weaknesses of autocracy in 
G€0vernment ere its weaknesses in Menagerient. 


o- Progressive munugement to-day recognizes tiut over-all 
efficiency is @ prodict not Only of scientific manugenent 
in tke strict sense of the term but also Of wise human 
relations. as the attention of wsiress leadership is 
teing focused us much on men 4s on methods, business is 
finding means to provide in increasing measure the things 
every individual wants: justice in terns of fiir play 
und fair dealing, a sense of individual importance, and 
Opportunity and security. Human relationships can develop 
properly only if managenent, through intelligent trainirg 
and wise coaching, prepares itself toward these ends. 
“1. Taken from an address presented under the tuspices of the Industrial 
Relations Section, Culifornia Institute of technology, on 22 March, 
Mol . 











Based on the material presented in this section, the following 


seem to be the “requisites"™ of u successful program: 


he 


ae 


4. 


oF 


One should use « few simple techniques und stick to then. 


Use the age-old rule of success -- "Find out what works end 


do more of it”. 


Include the essential elements: 


Ge 


Orgmizational plenning - to determine needs. 

Put erphasis on areas of greatest importance. 
Determine the basic requirements of all executive 
positions to be involved in training. 

Use a systematic method or appraisal. 

Plan training programs for individual development- 
teilor the program to do the job. 

Make judicious use of personnel audits and replucement 


inventories. 


Obtain effective staff assistance. 


Follow-up on the program effectiveness. 
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aPPRAISAL OF “XECCTIVE SEVELOPLENT IN NaVaL aCTIVITIES 
Factors Influencing the Growth of Navy Department 
Executive Development 
The functicns of the United States Navy in time of war und its 
mission in helping to maintein peace during the current period of 
international tension cre well known. Less well known, nowever, are 
the companion functions of research, engineering, development, produc- 
tion and administration carried on by the Department of the Navy in 
suy-port of the Operati ng Forces. 
In order to discharge these supporting responsibi’ ities, the 
Navy Department enploys thousenacs of civilian workers in almost every 
recognized endeavor from office workers to scientists at installations 
throughout the Nation. The Department of the Navy is one of the world's 
a@eeest industriel employers. 
42 
The total Naval Establishment consists of three principal parts: 
(a) The Navy Department, wh ch is the central executive authority 
of the Naval Establishment, locuted at the seut of the Govern-~ 
ment, comprising the bureeus, boards, and offices of the Navy 
Department; the Heudquarters, United States Marine Corps; 
and the Eeadquarters, United States Coast Guard (when assigned 
to the Navy). 
(b) The Operating Forces, which comprise the several fleets, seu- 
ging forces, sexe frmtier forces, district forces, Fleet 
Marine forces, the :ilitary Sea Transportation Service, and 
such siore activities as may be assigned to the Operating 
Forces by the President or Secretary of the Navy. 
(c) The Shore Establishment, which comprises al] activities of the 
Navul Establishment not assigned to the Operating rorces and 


not a part of the Navy Depurtment. 


2. United States Navy Regulutions, 1948, article 0101, paragraph 2. 
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The operations of an dws Feel establishment of the size 
required by the Navy encompass a wide variety of complex management 
nestiens , a of which are common to the operation of the largest 
private organizations. In addition, the non-industrial organization 
of the Navy required to service the industrial activities is large in 
comparison to similar private organizations. In order to meet the 
executive needs of the organization and to provide trained management 
talent of the required caliber, the Navy found it necessary to plan 
the development of outstanding employees. 

In 1947, the Secretary of the Navy ordered a survey of fifty- 
three leading American industries to determine what they were doing to 
meet the shortage of managerial talent. Based on this sample, the 
recort indicated that industry's approach was a "complete, formal, 


perpetual inventory plan of timed executive growth and replacement". 


This report, often referred to as the "Asbury Report", recommended the 
adoption of a similar plan for developing executive talent in the 
Federal Government. 

the findings of the "Asbury Report", coupled with the Navy 
Department's experience in the Civil Service Commission's intern train- 
ing programs and supplemented by certain features of the military 
leadership career training programs, formed the basis for the first 
Department-wide executive selection and development program in the 
Federal Government. This program was written into the Executive Selec- 
tion and Development agreement‘ between the Navy Department and the 


43. Ibid. 18, page 45. 


4. See Appendix A. 
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Civil Service Commission, and begen operation with the approval of the 
agreement in January, 1950. In its original fcr, the progrem was 
limited to Departmental employees in the Washington, D.C., aree. In 
May, 1951, it was extended in coverage to include both classified and 
unclassified enployees of the Vepartment throughout the country, end 
became the first Federal program for executive development ona 


si 
Nation-wide basis. 


Objectives 


The over-all executive development program in the Navy kas the 


46 
following objectives, as defined by the agreement: 


1. Indoctrination and induction of specially selected md 
specially supervised employees into the mejor specialties 
of administration. 


The development of present employees qualified in a limited 
administrative or technical field by increasing the scope 
of their administrative knowledge and abilities. 


re) 


3. The addition for professional and scientific personnel of 
the udministrative knowledge and abilities necessary to 
assume professionel and scientific administrative duties. 
Typically, employees selected to purticipate in the Program 

come from one of the following groups; 

1. Recent college graduates and present Department employees in 
Civil Service grudes GS-1 through GS-?. 

2. administrative specialists in grades GS-8 through GS-15 who 


need plenned experience in other administrative fields, 


45. See appendix B, a letter from Chairmen Ramspeck to Under 
Secretary of the Navy Kimvoall, dated April 27, 1951. 


46. See Appendix a, page l. 
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3. Professional or scientific personnel in grades GS-8 through 
GS-15 who must expect to assume administrative duties in order 
to advance in their resrective fields. 

It is the latter two groups with which this investigation is 
concerned. The training ,~iven to ti.ose persons in Group 1 is of a 
Stendard nature to provide basic training for potential administrative 
and management personnel through planned wark assignements and related 
study, lasting six months. The employees fram Groups 2 and 3 are called 


"Executive Trainees" and follow individually tailored training plans. 


Initietion of the Program 

The Navy Departrent's Executive Development Program emphasizes 
planned participation by all levels of management and by all major 
organizaticns within the Navy. This principle is carried through in 
the system by which it is plemned end controlled. 

Over-all general policy on civilian personnel matters is 
prescribed for all naval activities, departmental and field activities 
alike, in “Navy Civilian Personnel Instructions, 230". These instruc- 
tions outline what is expected of the various navel activities in this 
matter of executive development, bused on current directives fram 
higher authorities md current legislation. Section 14-1 of NCPI 250 
States: 

The Civil Service Commission recanmencs the adoption by 
agencies of executive treining und development plans. The 
Federul Service, as well as the individual , benefits by 
systematic cureer development of outstanding employees. In 
order to facilitute such training and development, the two 


olans described below sore suggested. 


Ae Pan ue 
Assignment of administrative personnel to other branches of 
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administration. In arder to broaden the experience of em- 
ployees who ure now engaged in one phase of administrative 
work, the Commission encourages their assignment to other 
administrative fields. Therefore, under the conditions 
specified below under the heading, "Conditions Governing 
assignments for Executive Development Purposes," agencies 
may reassign or promote esployees who are currently in 

one Of the following, administrative series to any of the 
Othe7s listed, even though they do not meet open competitive 
Standards for the new assignment: .ecccce 


De Flan 2. 
administrative training for specialized personnel. 
Since many federal uduinistrators are selected from pro- 
fessional, scientific, and technical fields, the Commission 
urges agencies to provide systematic training in adminis- 
tretion for specialized personnel who demonstrate an apti- 
tude for adainistration. Keassignment or promotion of 
such specialists to edministrative positions may be made 
under the conditions specified below uncer ....... even 
trough they do not meet open competitive standards for 
the new assignment. 
The "Conditions Governing assignments for Executive Development 
Purposes" will not be detailed here, but, in general, chenges in line 
of work will be aut::orized by the Commission under conditions not 
covered by the agreement whenever it ccn be shown thet certain quite 


reusonable criteria ure met. 


Executive selection «nd Jevelopment Board. In both the 
Devurtmental Service «nc in individual field activities, over-all 
planing, promotion, and direction sure performed by an Executive 
Selection and Yevelopment Board. This is 4 top-level body co:iposed 
of outstandingly well-qualified members in the mejor fields of adminis- 
tration supplemented by auditionel me:bers in the scientific and 
techniec.l fields when required. mn Wastiingtm, the Depurtmental 
Civilian Personnel Officer is Chairman of the Bourd. In field activi- 


ties, the Industrial Relations Cfficer is usually the Chairman. 
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The functions of the board are: 


le To require and upprove training proposuls. 
Ss To select candidutss after evaluution of qualifications. 
5. to certify successful comoletion of the training, 


4. To follow-up and evuluate effectiveness of training 
programs and to recaanend improvements when necessarye 


Cn 


To withdraw approval of training when it appeurs that 
a. The training plan is being disresurded, or 
b. ‘Supervisors of the trainee rerort failure on 
the part of the trainee in assinilating the 


training given. 


6. To receive und act on objections from non-sslected 
cundidutes, operating und administrative officials. 


7. To promote acceptance und to stimulate use of the program. 

at the bureau level, in Washington, euch bureau is resvonsible 
for initial selection of candidates, develoving work assignments, and 
upon the completion of the training program by the traineo, for making 
maximum use of the new abilities acquired by the employee. These 
responsibilities, slong with others releting to executive development, 
are carried out in euch bureuu by a specially appointed Executive 
vevelopment Panel. Panel members are appointed by the bureau chief 
and must include qualified representatives from each major administra- 
tive area. Professional and/or scientific members are added when re- 
quired. The Chairman of cach Bureau Panel is a member of the sxecutivs 
Selection and Development Board. 
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47. appendix a. Section 4, paragraph 4. 


Training Cormittes. The wavy Civilian Personnel Instructions, 


© 
© 


230, ee the Comaanding Officer of field activities to appoint 
a training committee of wich the ranking training supervisor shall 
be wn advisory member und recorder. Furthermore, NCPI 230 recommends 
"that high level operating officials of the activity, such as Depart- 
ment Heads or their immediate subordinates, be appointed to the 
Training Committee", These tiustructions, in addition, state that 
"The Truining Committee may designate sub-committees for specific 


types of traini.g such us executive development, apprenticeship, etc." 


izetnods of Selection 
There are, in general, three ways in which employees muy becane 
candidates for the Executive Development Frogran. These are: (1) 
persmal applicution; (2) recurnendation by a supervisor; or (3) recon-- 
mendation by a Bureau #xecutive Development Panel. However, regardless 
of the manner in which an employee becanes a candidate, the final 
Selection is the same in most cases. The procedure of becoming a 
candidate merely involves advising the Navy Department Executive 
Dev2looment Bourd that the exmloyee is interested in becoming a cundidate 
end that his supervisor approves or disapproves. 
The finnl selection of candidates, in Washington, is made by 
the Navy Department Executive vevelopment Bourd on the busis of the 
Poveming factors: 
1. Written tests designed by the Civil Service Commission to measure 
learning ability und potential for development. 
2, sultiple interviews by Navy Jepartment Executives. 
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3. Comprehensive stateisents of career objectives and individual 
training plans. 
4. Recommendations by u Bureau Executive Development Punel, super- 
visors, end otmr apropriate references. 
Oo. «analysis of the candidate's experience, training, ond performance. 
at this point, it is to be noted that the major emphasis is 
pluced on the development of the individual. Indeed, the purpose of 
the Executive Selection and Development Programs as stated in the 
agreement is "Programs undertaken under this apree.ient are directed 
toward systematic career development of outstanding employees”. 
{ Underlines added by the vriter./ This view is further demonstrated 
by the fact tnat in the vast majority of cases, selection and develoon- 
ment occurs only ufter the interested individual takes the initiative. 
In the Bureau Of urdn.nce, it is only recently that responsi- 
bility for nominating candidates aus been pluced in the "chain of 
a Previous to this chunge in the nominating procedurs 
line management tended to assune a passive role toward the nomination 
and selection of candidates. ‘This passivity on th: part of line 
management coaitribduted directly to the low degree of participation 
experienced by the Bureau of Ordnance.” Figure 6 illustrates the 
procedure followed by the individual in getting approval for a program. 
The following excerpt is tuken fran u presentation by Lr. 
william F. Rogers, Heud Training Branch, Departnental Civilian Fersonnel 
Division, txecutive Office of the soaee tae of the Navy, given before a 
4S. See appendix oF parasraph Se, page Se 
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eroip of Bureau of Shins adcitiistrators on 235 May 1950. It indicstes 

,erhups better than other written sources che manner in which most 

enployees have gotten sturted in an executive development prorra’. 
ee The first candidate / in the Navy Depurtnent Development 
Progran / is an organization sn@ methods examiner, Urade 9. He 
Gnd his supervitor and his office decided thet the:; wanted him 
to tuxe training for a budget analyst job, probubly Grade ll. 
So he cane to us and said, "I wunt to get in on this. My 
Executive Development Vanel wants to get in on this. What do I do?" 
Ye said, "The first thing is to tell us whers are you [ sic_/ now- 
Meet is ,Our position - what 1s your job? Second, do you really 
‘Lave an interest in continuing government employment? What is 
your training objective? “haut do you think youcan get thut the 
Navy Will want when you are truined?" and he said, "Budget 
analyst". ‘We said, "all right. set down those fuctors thut ure 
important tv the job of Budget analyst, and put beside them the 
things you have - experience and education.” Then we suid, 
"The tnird thing is to snow how you ure going to get the tnings 
you need to add to what you have - to get what you want." He 
wrote out & ONe-yeur PrOLruUM ..ceers 

again it seems pertinent to em: hasize that organization needs or re- 
quirements are Subordinute to the individual in the selection of 


candidutes and in the arraun.ement of their respective training prograns. 


The appraisal of Performance and Protential 

The appraisal of performaunce in the depurtmental program is 
not u formal oe in the usual sense. It hes been indicuted in 4 pre- 
vious section thet, in general, a prospectivs candidate either applies 
personally, or is recommended by his innediate supervisor, for the 
desired truining. The candidate's application, or his supervisor's 
recommendation is &cconpanied by Civil Service Commissim Standard Form 
57, application for Federal Employment, (see Figure 7) wiich outlines 
the condidate’s personul history und other pertinent infarmation. In 
many cases, the Service Record Card illustrated in Figure 8, is also 


included. It is ussumed thut the supervisor’s recomnendution is bused 








Fig, 7. Civil Service Comission form 57, applicution for Federal 
Enployment, Shect 1 
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Fig. 7 (continued) Civil service Commission Form 57, 


application for Federal Employment, sheet yan 
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Fig, 7 (continued) Civil Service Commission Form 57, 


application for Federul /mploynent, sheet 4 
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aid 


on first-hand knowledge of the cundidate’s ability in Lis present 
position in most cases, The Bureau of Ordnance, however, hus had sone 
unfortunate experience in this connection. This is illustrated 57 


La 


the following Statenent: 


5 Supervisors have tended to release their less able employees 

for tnis program because sucn emtloyees tended to be in the 
"more available" cutegor;. Conversely, Supervisors have 
tended to discourage their more uble and more deserving 
enployees from applying because they have been in the “less 
available" category. 

It iS certainly igreed that the immediate supervisor is in the best 

position to appraise the candidate's performence; however, as is 


indicated abOve, one cannot alsays rely on the supervisor, alone, to 


get the best euployecs Sturted in the progran. 


Potential appraisal. The appraisal of potential is based on the 
following factors: 
1. «& high learning ability, as demonstrated on written tests. The 
tests cover: 
a. Verbal ability 
b. abstract reusoning. 
c, Supervisory Judgment. 
d. Supervisory attitudes, | 
e. Interest preference. 
2. ilultiple interviews by avy Department executives, 
3, Study of the c.ndidate's experience, education, training, am 
past performunce. 
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Sl. See appendix C, paragraph ob (4), page 2. 
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With regard to the test battery indicated above, Mr. James waln, 
assistant Director of Civilian Training, Bureau of Ordnunce, has said, 
"The Bureau of Ordnance Executive Development Panel does not put too 
much dependence on test results. The tests in use have not as yet been 
very well validated for the executive level.” according to Lir. Waln, 
the test results are taken merely as an indication of potential, and if 
the results do not supnort the conclusions rexuchel by interviewing 
executives, they ure disregurded. it seems to the writer tnhut thisis 
the only sensible course to take until more valid assurance on the worth 
of the test battery is available. 

br. Milton :'. Mandell, Chief, .dninistrative and Management 
Testing, U. %. Civil Service Commission, writing in "The Development of 

2 
Executive talent" has briefly mentioned some of the results obtained 
in validation studies of the above tests. The verbal ability test, 
according to /andell, seems to be a fundamental purt of the selection 
process for executive positions becuuse it measures the ability of the 
cundidate in the group situation; however, velidetion work is needed. 
Uf the supervisory judyzneit test, t.undel again states: 

oe.eeee JUNE Study in a lurge shipyard indicated, for exumple, 

that there were six chances in seven that a4 person scoring 

75 per cent or better onthe supervisory judgment test would 

be a successful Supervisor while, for those receiving scores 

of less than 50 per cent, there was only one chance out of 

eizht that they would be successful supervisors ..... oe 
Of the abstract reasoning test, Mandell reports: 

Studies by a large mail-order house and by a university 

professor and two studies of our own Civil Service Commission 

indicate consistently thut au high level of interest in theo- 


retieal and abstruct metteors ics reluted to sucea3ss aS an 
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executive. hese results are based on the use of the 
allport-Vernen study of Values. 


Of the other tests no conclusive evidence is yet availuble, 
6nd only broad assumptions besec primarily on intuition ure ofiered on 


their validity when used in the executive situetion. 


The Perso’:nel audit 

° Very little evicence could be found that en audit or inventory 
oF executive personne] vas used. The only mention of orgenization 
training needs found was thut in which the function cof the Executive 
Vevelopnent Penel was stated,” as follows: "....... to advise the 
Bureau on what end where needs for training exist, and to evaluete 
the effectiveness of programs designed to satisfy these needs”. 
This fact is further supported by the comment of R. V. ietucedaae in 
the final report on his Executive Development Frogran. Vittucci listed 
uS a busic weukness of the program the fact thet "it should be integruted 
with an executive inventory end placement plan so as to use treined 
talent to the best advantage." Present thinking uppeers to be "train 
the man - then finc a pluce to utilize his new-found abilities”. By 
and large, recognized authorities in business and industry have found, 


a8 was pointed out eurlier in this thesis, that an executive inventory 


must precede any thoughts on personnel training. 
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03. "Employee Development Opportunities”, NavOrdInst lecs0.2, Navy 
Depertmer*t, Bureau of Ordnence, Civilian Personnel Eranch, 
29 October 19f¢c. 


S¢. "Final Report on Executive Development Frogrum, R. V. Vittucci, 
U. S. Nevy Depurtment, Bureau of Ships, 6 October 195¢, 


be 


training und Development 

General. Throughout the Navy Depertment individual training 
progrems ere urrahged for each executive trainee. They are developed 
in cooperation with admiristrutive specialists in the trainee’s home 
bureau or office and are based on the truiring plan which he has outlined 
for himself after it hus been approved by the Executive Development 
Foard. Full use is made of in-service truining programs condwted by 
the Navy Department. In addition, special outsice activities may be 
included when they fill a definite need in the development of the 
truinee, providing "solicitution of nuval depurtmental offices and 
other federal agencies fails to mect the training needs of an uctivity 


or the departrental service”. 


Outlining the Program. As hus been previously menticed, the 
prospective candidate or treinee is required to present his Proposed 
Executive Development rlan as an enclosure to his memorandum requesting 


nomination to the program. This training plan is expected to include, 


in Ghart form or othermise:°° 


What is to be learned, where it is to be learned, 
how it is to be leurned - if by work experience, reseurch 
project, course of study, etc., -- how long it will téke, 
end to whom the empioyee will be responsible at the time. 
It shoulé also show who is to be the employee's counselor 
or counselors during the program. 


The prospective candidete inveriebly consults with his immediate supe r- 
visor and the Civilian Training Section of his own bureau or office in 
the preparation of his proposed truining plan. The candidute, in 
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55. Navy Civilian Personnel Instructions, 230, Section 3-1 a,(1)(c), 
Merch 2, 1953. 


56. See appendix C, enclosure (4), parugraph B, (d). 
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outlining his program, studies in detail the requirements of the 
position he expects to obtuin, notes those items in which he feels 
ceficient cr in need of further trairing, then bases his program on 
the factors indicated. The following truining vlan, taken fran an 
enclosure to Neval Ordnance Instructions 12230.4 of July 7, 1953, is 


cited as an example: 


NAVY EXECUTIVE DEVELOPMENT FPROGRaM 
For Organization and Methods Examiner (GS-13) 
Follcwing ure the elements of my training plan, grouped by type. 


&. «acquisition of Skills--Under this heading are listed the skills 
which I want to obtain or improve under this program. These ere general 
Skills, applicable to all kinds of admiristrutive context and situations. 


1. Navy Public Speaking Course, Fall, 1952. The ebility to speak 
effectively in public is important to all men in executive positions. 
I received college training in public speaking, and have spoken before 
medium sized audiences fairly often Curing the past two years, but I 
feel thut a refresher course would be very helpful ut this time. 


2. Two-Week Tour in Navy Office of Informution, ~ummer, 1952. 
The public relitions task is «a sensitive and often critical one, and I 


believe thet sane knowledge of the tecimiques used by the Navy in this 
field will prove highly useful to me. 


5. Navy Course in Conference Leadership, Full, 1953. I have had a 
fuir amount of experience in conference leedership, but here ugezin I 
feel thut « refresher course would be beneficial. 


4. Thirteen-Week Course in advanced Manzgement, Hervard Graduate 
Schoo] of Public administration, Cambridge, Mass., Spring, 1953. This 
Harvard course is reputed to offer an uneacelled opportunity to become 
familiar with the philosophy of top-level business management. 


b. acquisition of substantive Informution end Knowledge--Under this 
heading I have listed those purts of my training plan which will provide 
me with substantive knowledge and skills required by my curecr plan. 


1. Participation in Field Inspections of the Industrial Survey 


Division, May, August, Lecember, 1952. Inspections represent one of the 
Major devices of muanugement control, and participution in severel of the 
field inspections of the Industrial Survey Division will additionally 
help ecouaint me with opereting policies of other bureaus. 


2. Two-Week Tour in Financial Division, Bureau of Ordnance, Summer, 
1952. The purpose of this tour would be to gain some knowledge of the 
budget preparation, financial administration and fiscal systems as they 
function at the Bureau level. 


3. One-Week Tour in the Office of the Assistant Comptroller, 
Director of Budget and Reports, Fall, 1952. This brief tour would give 


me some insight into Navy-wide budgetary practices. 


4. One-Week Tour in the Office of the Special Assistant to the 
Under Secretary retary for Manpowe: Manpower, Winter, 1952. This tour would acquaint 


me with overall Navy manrower controls. 


5. One-Week Tour in the Bureau of the Budget, Spring 1953. The 


purpose of this tour will be two-fold: (1) to view the budget process 
at the top level; (2) to become acquainted with the Budget Bureau's 
Management Improvement Program. 


6. One-Week Tour, split between Research and Development Board 
and Office of Naval Research, Spring, 1953. This and the following 


item are intended to give me some acquaintance with research administra- 
tion and management. Research is an important Navy task, and I include 
these two items since I have had no experience or training in this area. 


7. One-Week Tour, split between Research and Development Division, 
Bureau of Ordnance, and the Naval Ordnance Laboratory, Summer, 1953. 


8. One-Week Tour in Office of Industrial Relations, Fall, 1953. 


This tour will give me a picture of the policy-making process relative 
to industrial relations. 


9. One-Week Tour in Management Division, Office of the Conptroller 
of the Army, Spring, 1953. The purpose of this tour will be to learn 


something of the management improvement techniques used in the Army. 


Other tours in Department of Defense and other government agencies 
to be arranged. 


c. Acquisition of Appreciation and General Information--The items 
listed here are more general than any of those appearing above. They 
are planned purely to add perspective, and an appreciation of the 
Navy's task. 


1. One-Week Cruise Aboard a Naval Vessel, Summer, 1952. 


Others to be arranged. 
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List of Conferences Required 


Ll. One-week tour in Navy Office of Information--Conference will be 
required with Deputy Chief cf Information. 


«. wrarticipution in Industrial Survey Division Inspect ions--Conference 
will be required with Director, Industrial Surveys. 


&. One-week tour in Office of Speciul assistant to tne Under Secretary 
for Manpower--Conference will be required with the Special assistant to 
the Under Secretary. 

4. One-week tour in Office of the assistant Comptroller, Director of 
Budget and neports--Conference will be required with Director of Budget 
and Reports. 


co. Other conferences 48 required. 


List of Readings 


Chester I. Burnard -- Organization und Management. Harvard University 
Press, Cambridge, llass., 1943. 


Mary F. Follett -- Dynamic administration. Harper, New York, 193%. 


Thomas !’. Landy -- Production Planning and Control. McGraw-Hill, 
New York, 1950. 


F. J. Roethlisberger -- Manugement and Morals. Herverd University 
Press, Cambricge, 1941. 


Herbert «. Simon -- administrutive Behavior. fucmillan. New York, 1947. 


F, #. Taylor -- scientific Manugement. Harper. New York, 1947. 


S. Hayakawa -- Language in action. Harcourt, Brace. New York, 1941. 
Bethel, s2ith, atwater and Stackmen -- Industrial Organization und 


Menagement. lMécGraw-tiill. New York, 1945. 


Marvin Bower -- Development of Executive Leadership. Harvard University 
vress. Cumbridge, 1949. 


Learned, Ulrich and Booz -- Executive action. Harvard University Press. 
Cambridge, 1951. | 


Mooney end Reiley -- Principles of Organization. Harper. New York, 1947. 


Additional reading as selected. 


Proposuls for Related Study 

1. I propose to continue taking evening courses in the fields of 
administrative manugemnent and budgeting, at anericun University, 
under Va entitlement. 

2. I propose to attend appropriate sessions and conventions of the 
society for advancement of Manugement, end american Society for 
Fublic administration. 

The proposed development plan is then forwarded to the employee's 
supervisor and any other interested persons for review, comment, and 
recomzendations. If any serious differences of opinion occur they are 
discussed with the prospective candidate with the intent of arriving 
at some compromise solution. This amended plan then goes to the 
Executive Vevelopment Panel for review and approval or disapproval. 

It is appropriate to note at this point that the Executive 
Development Fanel member'sl.ip is arranged to include top-level executives 


in the field of interest of the candidate. The program is fully dis- 


cussea during the course of the interview with the candidate. 


Training Procedires. It has been mentimed previously thet 
training programs for executive per sonnel in the Navy Department are 
hand-teilored to meet the needs of the individual. The training program 
is highly flexible. «a wide variety of training methods are used in 
@ifferent combinations depending upon the gups which exist in euch 
trainee's background of administrative knowledge and experience. In- 
dividual progreums are permitted to vary in length from six months to 
two years. Six months is allowed if the training is intended to be 
full-time; part-time pro,-rens bre permitted to exterd over a two-yeur 
period. The usual practice is to organize a six-month program and then 


extend it over a period of two years. In the Navy Jepurtment program, 
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to date, thirty-eight employees have either completed an executive 


cevelopment plan or are presently undergoing such treining. The fol- 


lowing are among the most widely used training techniques for Dejart- 


ment executives: 


Le. 


ii. 


22 


14. 


Tmaaait i. 


tréinees attend 


Job Rotation. 
Understudy positions, 
University courses. 


a. attendance at evening school in local universities 
in a degree progran, 


do. after-hours graduate training program offered by 
local universities. 


c¢. University of Pittsburgh eight-week course in 
"Maunusament Problems for Executives", 


Speaking assignments. 
rarticipation in professional societies. 
Conmittee assignments. 


attendance ut militery schools such as the Nationsl War 
College and the Industriel College of the armed Forces. 


Basic cormunication und conference leadership training. 
Reserve training duty. 

Counselling junior workers. 

Substitution for superior while he is on vacation. 
Special assignments. 

Orientation courses. 

Instructor in supervisory training progrens. 

on to activities of the type listed above, executive 


an organized group seminar which meets once a week. 


Under the leadership of the Program Director, trainees plun unc organize 


Gi 


sroup activities in administrative areus not covered by other phuses 
of the Program. Included are sessions devoted to cuse studies in ad- 
ministration, lectures by wuest Speekers on Specizclized uduinistretive 


subjects, and work group assignments on speciul projects. 


Other Trairing Techniques. In the inmediate Washington ores 
there ure at least four other seminurs or institutes not included in 
the outline above. These ure: 

1. Management Practices Seminar. 

2. «after-hours Graduate Training Progran. 

3. Management Improver:ent Institute. 

4. Office of Industrial Relations Institute, 

The wanagement Practices Seminur developed from an experimental 
treining program utilizing the Harvare Case Method of studying adminis- 
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trative problems. The objectives of the program are; 


a. Develop further insight into and understunding of 
munugement problems in an actual work situation, 


b. rrovide an opportunity for evaluation of alternetive 
actions in meeting a specific problexn, 


c. Practice decision-making. 


d. Profit from past experiences in solving management 
problems. 


Since the success cf the case method depends largely upon the srill of 
the discussion lesder and the extent tc which he is able to elicit 
active group participation, the seminar sessions ure conductec by leaders 


eSpecially skilled in le.ding group Giscussions. <sroblens of the fol- 
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57. Obtained from conversations with personnel in the Sxecutive offices 


of the Secretary of the Navy, especially “ir. ", F, Rogers. 





lowing type are usuclly iealt with: 
1. Role of a tusk force. 
2. Field-department rwlationships. 
o. selection for promotion, 
4. Line-staff relautionshi;s. 
Oo, Reorganizetion of an activity. 

arrangements for after-hours courses have been made with au number 
of universities in the Vasningtcn area. Emphasis is on instruction 
leading to a degree of Master of arts in three fields: 

a. governmental administration, 

D. conptrollership, 

¢. public personnel administration. 
These programs have been tailored to meet the needs of huvy employees 
for additional academic training in administretion und munaugenent. 
Amployees must meet the udmission standards established by the university 
concerned, and tuition fees must be paid by the individual enployee. 

The Manogement Improvement Institute is among the most important 
mManaugenent development uctivities of the Navy Department and is Sponsored 
by the Office of the Management Engineer. The purpose of the Institute 
is to provide busic and refresher training in the fields of manc«gement 
enc industrial engineering. Special emphasis is placed on the epplica- 
tion of sound managenent principles to tn solution of Navy management 
problems. The Institute courses ure specificully designed for the 


following graips: 
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58. irom conversation with itr. Edward Jawson, .ssociate Lianagement 
Engineer, Office of the :.anagement Ungineer, Navy Department, 
on 23 December 1953. 





1. Heuds of field activities. 


&. Heads of departments or equivalent positions in 
field activities. 
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Officers (.ieutenant Commanders und above) occupying 
Tanugement or industrial engineering billets in 
Departmental or field activitiss. 
4. Key civilians (Grade uS-1l and above), Depurtmentul 
and field, concerned with management engineering 
Matters, 

The Institute proyram includes subjects dealing with both 
governmental und industrial management methosis and programs. The 
following partiul list of topics from a recent Institute illustrates 
tne topics covered: 

1. President's Managenent Improvement Program, 

e. Manpower lanagenment. 

3. kxecutive Development. 

4. Applicution of Work sleasurement in Private Industry. 

Oo. Management Cost Control. 

6. Multiple Management. 
It is of interest to note that in the most recent Institute, topic 4 
above was presented by EB. I. DuPont deNemours Company; topic 5 by General 
Motors Corporation; and topic 6 by McCormick and Company, Inc. 

ror seveval years, the Office of Industrial Relations of the 
Navy Department has sponsored and conducted a series of institutes. To 
date, more taun 800 individuuls heave taken part. These Institutes are 
tvo weexs in length, full-tine, und ure held ut various tines throughout 
the yeur. Particivnunts sre generally key executives in their respective 
naval activities, and are selected on the basis of nomination by their 


commanding officers und approval by the Office of Industrial Relations. 
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among the presentations given at this Institute ease” 
1. relationship of the Office of Industrial relations to Under 
Secratary of the Navy, bureaus and offices of the Navy, and 


field uctivities. 


2. Hkesponsidilities und duties of the Industrial Relutions Officer 
in a naval activity. 


5. Recruiting, testing, und examining policies und guidelines. 

4. Safety and accident prevention prosaran, field sufety surveys, 
accident unalysis, recognition of excellence in safety achieve- 
ment, 

Se Basic objectives and principles of position classification in 
the Federal service, position evaluation methods, wage adninis- 
tratim, wage determinution, surveys, etc. 

6. Labor relations and employee-manuagement relations. 

7. Performance ratings: principles and procedures. 

8. Training for employee development. 


a. hajor training programs 


>. Relationship of the truining official to line 
officials in the local activity. 


c. Trends in training and development of civilian 
personne?. 


The subject coverage indicated above coupled with directed group dis- 
cussion of cases und experiences, according to iir. Colbert, provides 
the best kind of orientation for line officials, military and civilian, 


in Navy industrisl relations policies and guidelines. 


Conclusions 
With the approval of the Navy's Executive Development Program 


formalized by the written agreerent between the Department of the Navy 
59. From conversations with lir. Hoy Colvert, Traizing Division 
Director, Office of Industrial Relations, Navy Vepurtment, 
on December 28, 1955, 
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und the U. 5, Civil services Commission in Januury, 1950, um emended 
in May, 1951, executive training began with all the uncertuinty und 
difficulty that is usual when samething new and untried is inaugurated. 
The first two years of executive training recorded a lack of acceptance 
by Operuting executives, especially the military, vagueness, und indirec- 
tion, and in some places adumant hostility toward such training. Even 
to-day there ure some who either fail or refuse to recognize the value 
of executive development training in the Navy Department. fSIhe most 
often stated criticism, again, purticulurly fran the military, is 
"There is not time to devote to such training because we ure forced by 
factors be:ond our control to operate with inadequate numbers of quali- 
fied personnel”. One oO ficer hus stated, "Some o? the executives in 
my division are so over-loaded with work thut some corresSrondence has 
remained unanswered for three months. There just isn't time to Spare 
for training purposes®",.The writer udmits that such conditions muy exist 
in a large complex Federal organization; however, an inquiring mind 
would first suspect that here, indeed, is u pluce where the need for 
training most certainly exists, or at least where a stud: of the func- 
tional organization requirements is indicated. Such wus the beginning 
of executive development training in the Navy Department. 

at present the program is clearly defined, guicance is much in- 
proved, and line management has recognized the advantages to be obtained 
from executive training. Top-level aaministrators including the Chief 
officers of the bureaus anc offices have directed that line manugenent 
will be responsible for nominating candidates vor executive training. 


This hus had a tremendous effect on the cegree of purticipution in the 





(a! 


program, evidenced by the fuct that there are two nundred sixty-eight 


persons now in the progran. 


The following appeur to be the most significant features of the 


Navy program as it exists to-day: 


l. 


Orgunized pro.rans for the selection and development of munagement 
personnel are supported anc promoted at the top manugement levels. 
Prozrans emphasize the training of technically qualified employees 
with o high degree of potentiul administritive ability to fit 
them for increased manavement responsibility within their own 
areas of spnecialization. 

Jevelopment prograns utilize uo variety of Peon iquee and methods, 
excn designed to mest a specific training need. ‘‘any of these 
metnods have proven successful in private industry. 

‘ithin each major organization of ihe Department, specially 
de3signatea boards and punels direct and control management train- 
ing activities to insure maintenance of uniformly high training ~ 
Standards and conformance to organizational policy in this area. 
ln general, programs full into two broad groups: (1) those de- 
Signed to develop outstanding enployees for future executive 
positions and (2) those designed to improve the management per- 
formunce of present executives. 

In some bureaus and offices progress is being made toward studying 
practical needs of the organiz.tion with the view of eventually 


integrating an executive inventory and plucenent plan with the 


training. 
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Strengths of the Program. The following points appear to the 


writer to be the mu jor strengths of the Navy vVepartment Executive 


Development Frogram us it exists to-day: 


l. 


The program is highly flexible and can, therefore, be made to 
fit the needs of the individual. 

Priority is given to the truinee permitting him to take part in 
Conference Leadership, Basic Communication and other on-the- job 
courses available. 

The entire Executive Development Programs Staff of the U. S. 
Civil Service Commission is available for consultstion and 
guidance in any phuse of exacutive training. 

» receptive attitude on the purt of the trainee is developed 
and maintained by penuitting him to originate his own training 
program and schedule. 

Many Institutes und Seminars ure made available to the executive 
trulnee. 

Planned work assignments are uscd wherever possible. 

The traising program is integrated into regular operations. 


Top civilian mensagenent support is given to all training. 


Neaknesses of the Program. The dasic weaknesses of the Navy 


Department Executive Development program as they appeur to the writer 


ure, 


1. 


Little organization plunning is evident. Organization planning 
should provide a blueprint of future and present executive needs, 
und give the relutionship und content of the positions for which 


the executives ure to be developed. 
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The executive training pro;ram is not integrated with an 
executive inventory and plucement plan. Integration with 

such & plan would greatly improve the use of trained personnel. 
Too little management baucxing, particularly from the military, 
is still a serious impediment to wide participation in training. 
Many trainees are attempting to cover too much in too short 


a tine. 





74 


CRITERIa 


as a result of the study of executive cevelopment training 


programs described in the previous sections, the following criteria 


ure presented for use in establishing sinilur truining programs in 


ordnance field activities: 


ee 
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The program should be bused on effective long-runge 
orgunization planning. 

an ixecutive Vevelopment Committee should be a pointed 
charged with the development of guiding principles and 
specific procedures necessary to the success of the 
program. 

The membership of the Executive Development Committee 
should include: (a) tke Commanding Officer; (b) the 
operating heads of the various divisions of the activity; 
(c) the branch head of the "branch in question’ in individual 
cases; and (da) the Industrial Relations Director as a 
staff representutive. 

» job description should be written fcr each Vosition in 
the organization. 

an inventory or audit of personnel in executive positions 
should be made to determine present and future executive 
requirements. Requirements should be projected ahead at 
least five years. 

an appraisal report should be prepered on eucn executive 


und prospective executive outlining his performence, 





potential, und training needs. 


7. «» SyStematic selection procedure should be developed to 
permit the designation of candidates for training and 
development and to insure that no one is overlooked. 
Procedures should be developed that will insure that 
(a) the progress of an individusl and his needs for 
Gevelopment are periodically reviewed, (b) development is 
planned to fit the individual's requirements, and (c) the 
individuel receives counselling from line authority 


regarding his progress or lack of it. 
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REC OMEN DAT IONS 
The following recommendations are offered with the hope that 
they will prove to te of value in the establishment of an executive 
development training program in an ordnance field uctivity. These 
recommendations ure based on this study of «4 wide sossortment cof 
training programs, and on the criteria established as a result of 
this study. 
1. Organization Flenning 
Organization planning is the key to the solution of executive 
problems, und therefore must be the first step in setting up a train- 
ing program. Organization, of course, is inevitable. Manugement is 
faced with the choice of two ulternatives; planned organization, or 
haphazard organization. This, often, is a difficult choice because 
haphazard organization is truly undesirable und planned organization 
is inevitably resistei. The control of tnis problem requires the 
intelligent application of the following concepts; 
a. Delegation of responsibdility and authority. 
®. Princioles of good adniniStrat loa. 
c. Principles of effective supervision. 
d. Principles of competent stuff assistance to line manugers. 
Tne organization chart is, of course, an essential element; 
however, it is not sufficient. The qualifications of the executives 
who may fill the charted positions should be deternined by outlining: 
a. Tha duties and responsibilities to be met by the incunbent. 


db. The extent of authority he shall exerciss. 


Ya 


c. The relationshins he must satisfactorily maintain with 
others, either individually or in groups. 
This outline should ba sufficiently detailed to serve us a basis for: 
au. Management selection of candidates to fill the position. 
b. VDetermination of training needs. 
ec. Planning means for development. 


d. Review of performance aguinst position requirsments. 


2. The Replacenent Chart 

a replacement chart or table should be prepared on which the 
names of the incumbent for euch position are listed together with the 
nanes of the persons who may be considered candidates to fill the 
position in the event of a vacancy. This device gives a workiny list 
of the best prospects for leudership within a group. 

The first test of the replacement table or chart is a study 
of ages. Quite susecanuay tois results in surprises. Many co:npanies 
have discovered poor distribution in the uge of kay personnel. The 
spotlighting of the uge distribution, retirement plans, and expected 


resignutions will point out the positions for which u replacement must 


be made available at some specific date. 


3. Executive appraisal 
aN uppraisal report should be prepared on euch prospective 
executive. The report should include at leust the following informa- 


tion; 
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a. What cre niS qualifications - strengths and weaknesses. 

9. What are his possibilities - growth potential. 

c. What the person needs in the way of training. 

d. A planned course of action. 
This report requires 4 most thorough Knowledge of the capacities of 
each person numed on the replacenent chart or table. Where there is 
a tendency to neglect carefully studied appraisals with the statement, 
"We know our people™, one is reminded that factual personul histories 
of work experiance frequently luck importunt data, which are much 
easier to obtain than information on ubstract factors, such as 


interests, personality, and leadership qualities. 


4. Individual Training 
Training must be tailored to the findings in the appraisals of 
the individual's needs, sand to tlhe requirements of the position each 
may fill as indicated by the replacement chart. The needs of the 
organization as a whole must not be subordinated or overlooked, One 
cannot afford to train people just for the suke of truining then. 
This last point appears to be a weukness of inuny government training 


programs, 


5. Techniques und Procedures 
a study of the training and development techniques available 
to the field activity should be made, including th possibility of 
arrangements with local educationsl institutions, colleyves, and 


universities. The possibilities of such techniques as: 
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a. Job rotation. 

db. Special assignments. 

c. Seminars and institutes. 

d. Group discussions. 

e. University courses such us those offsred et Harvard, 
Massachusetts Institute of Technology, and University 


of Pennsylvania, should be explored. 


6. Executive Development Board or Committee 

Finally, an @xecutive Jevelopment Board or Committee should be 
appointed end charged with the development of guiding principles und 
specific procedures necessary to the success of the proyram. This 
comnittse should review records und parformance of personnel in 
executive positions, determnine training needs, select candidates, 
develop or approve the individual training progrum, and conduct the 
review and follow-up functions necessury to the development of the 
personnel in the program. This committee, of course, shouli huove its 
membership muie up ulong the lines stuted in the criteria presented 
earlier in this study, and should not be subordinate to any other 


training committee operating in the orgunization. 


7. Precautions 
a. The activity comiunder must establish the proper "climuate® 
within the organization. No program can succeed if top 
management does not back the program all the way. 
>. Insure thut training is, and remains, 4 “line” function. 


A program cannot succeed if the operation of the program 
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is turned over to staff personnel or to outsiders. 


The worth of an executive development training program 
should be measured not only in terms of dollars, but 
also in terms of the intangible and long-range results. 
The program should not be one in which a major part 

is observational in character. An observational program 
does not permit the operation of one of the essential 
elements of any training program -~ Learning by doing. 
Insure that the programs are suited to the requirements 
of the individual. All executives should not be put 
through the same course. 

It is essential that a program start slowly and that it 
start at the top of the management hierarchy. The better 
programs in existence have been evolutionary, not reforms. 
Insure that too large a scope is not taken at first, 
obtain success with each step and gradually expand the 
program. 

Make certain that it is well understood that the program 
is voluntary. Participants will usually not give full 
cooperation to a compulsory program. 

Beware of instituting verbatim programs that have been 
designed for other activities. An effective program is 
one that has been especially arranged for the activity 


in question. 


Finally, an executive development program muy be viswed at 
first as dealing only with individuals in the higher levels of 
management. It should be started at that level. However, if execu- 
tives are to be selected in the future fron lower levels of super- 


vision, the executive development program will eventually have to 


consider the selection of first-line supervisors, the selection and 


development of potential supervisors, und even perhups the selection 


of employees. 
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aPPENDIX A 
AGREE! ENT FOR 
EXECUTIVE SELHCTION ~ND DEVELOPMENT PROGRAMS 
DEPARTMENT OF THE NaVY 
(approved January 30, 1950) 


PURPOSE. fPrograns uncertuken under this egreement «ere directed 
toward systematic career development of outstunding employees. It 
anticipates the creation of u group of career executives through 
plenned work assignments and related study: 


1. Indoctrination and induwticn of speciclly selected end specially 
Supervisec employees into the major specielties of administration. 


2. ‘the development of presert employees qualified in a limited ud- 
ministrative or technical field by increasing: the score of their 
edministrative knowledges «end abilities. 


So. The addition for professionel and scientific personnel of the 
udministrutive knowledges end abilities necessury to assume 
professionul anc scientific administrative duties. 


RESPONSIBILITY FOR aDMINISTRaATION. The Industrial Relutions (Civil- 
lun Personnel) vepartment of an activity will be responsible for the 
development, administration, and evaluation cof 


1. The selection procedures. 
2. The training procedures. 
3. The plucement procedures. 


4. The maintenance of suitable minimum records to provide post-audit 
judgnents by Civil Service Commission inspectors. 


NATURE OF THE GROUP: Typically, the groups indicated in the purpose 
can be represented by: 


Group 1. aA young person with « high level of learning ability and 
an effective personality who needs broad experience in 
udninistrative fields as a basis for future executive 
position. 


2. «an administrative specialist, gredes GS-7 through 15, who 
is adequately qualified in his present specialty und hus 
given evidence of potential for future growtn, but who needs 
planned experiences in other administrative fieids to assume 
responsibilities es a competent executive or administrator. 


E. 
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Group ¢. A professionul or scientific employee wh.o has given evi- 
dence of potentiel for future growth and who must expect 
to assune duties in the administrutive field in order to 
continue advancement in the professional or scientific 
area. 


Group 4. «#« Wage bourd employee who hus given evidence of potential 
for future growth who (a) is in a IV A position, or (b) 
possesses the necessary experience quelifications for a 
IV A&A position. 


REQUESTS FOR PaRTICIPaTION: Indivicuals may be considered for 
participation based on: 


1. «nh application which is accompanied by u treining proposal of 
the type listed below, or 


2. Nomination by an administrative officiel who will provide or 
who will prepare in cooperation with the individual nominuted 
a training proposal in the form indicated below: 

PROCEDURES FOR aDJINISTxaTION: «an Executive Selection end Vevelop- 

ment Board will be established uncer the procedures and criteria 

which follow: 

1. E&steblishment of Board 


a. The Board will cousist of sufficient members to represent 
the major areus in the field of administration. 


b. The Board will be supplemented by additional meribers in the 
seientific and technicel fields es the needs arise. 


ec. The Industrial Relations (Civilian Personnel) Officer will 
be chairman of the Board. 


d. By agreement of two or more activities, joint bourds muy be 
established. 


2. Selection of Board Liembers 


a. Boerd members shall be selected from the high level managerial 
group of the activity. 


b. Itembers will be appointed by the head of the uctivity. 
3. Criteria for Selection of Bourd Members 
Board members must possess; 


a. Outstanding administrative, scientific, or technical qualifi- 
cations in their own specialized fields. 


b. 


Ce 
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Demonstrated ability to evaluate qualification and potentiali- 
ties of their own employees and to train and develop then. 


Interest in and acceptance of the objectives of the prograz. 


Functions of the Bourd 


Be 


b. 


&- 


To require and approve training proposals. 


To select candidates after evaluation of qualifications, 
fran analysis of 


(1) Experience 

(2) Education and training 
(3) Performance record 

(4) Test results 


(5) Corroborative information from supervisors, former 
enployers, inatructors, etc. 


(6) Interview reports 
To certify successful completion of the training. 


To follow-up and evaluate effectiveness of training programs 
and to recomiend improvements when necessary. 


To withdraw approval of training when it appears that 
(1) The training plan is being disregarded, or 


(2) Supervisors of the trainee report failure on the part of 
the trainee in assimilating the training given. 


To receive und uct on objections from non-selected candidates, 
operating and odministrative officials. 


To promote acceptance and to stimulate use of the program. 


Functions of the Chairman 


Qe 


To develop and administer the progran. 

To develop standards und criteria for operating the program. 
To provide training and technical assistance to Board members. 
To maintain Operation of the program to conform to standards. 


To stimulate uctivities of the Board to obtain results with 
minimum time and effort. 
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TRAINING PLAN: «a Standard training plan cun be arrived at for 
entry into administruotive fields. No standard plan, however, will 
be assigned to meet additional needs of technicians, administrators, 
scientists, wage board employees, or professionals who are already 
competent in a limited field. For the latter groups individual 
training proposals will be necessary. 


1. The following is an example of a standard busic training program 
for personnel fron Group I. 


a. Orientation. Three weeks. 


Talks by or interviews with outstanding administrators, 
discussions, and presentation of functions of government, the 
Department and bureaus. Reading and study in field of adminis- 
tration. 


». Planned work assignments. 


(1) Rotating work assignments in administrative fields-- 
fifteen weeks. 


Work assignments in the major administrative fields in 
which the intern needs training und experience. Typically, 
the intern would be assigned to three weeks in each of the 
offices in the bureau or activity responsible for the fol- 
lowing subject-matter: (a) budget and fiscal, (b) organiza- 
tion and methods, (c) personnel, (d) office services, and 
(e) public information and publications. 


(2) assignment to administrative Officer.--Two weeks, 


The intern would be assigned to work as closely as 
possible under the supervision of on administrative official 
(Administrative Officer duties). 


(3) Trial assignment.--Five weeks. 


This period would be used as a “trial assignment” for 
the position to which the persm may be assigned after 
completion of training. 


c. Seminars.-- Such as 


Talxs by leading people in various administrative fields. 
Discussion of programs amd projects. Self-improvement 
activities for the interns, such as discussion leading, 
public speaking, report writing, and arranging meetings. 


d. Related Study.-- attendance at a local university, taking 
correspondence courses, reserve officer training, participating 
in other organized group activities. 


Je 
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appropriate courses to be arranged uccording to the train- 
ing needs of the intern. 


e. Career counseling.--ss necessary, throughout the program. 
advice and guidance will be furnished by a competent 
counselor. 


Personnel in groups 2, 3, and 4. (as indicated in paragraph ¢) 
will be required to submit individual training proposals which 
must include the following: 


a. The training objective 


db. Outline and duration of the planned work assignments (not 
less than six months or more than two years total) necessary 
to achieve the training objective. Full use will be made of 
present in-service training programs conducted by the 
Vepartment of the Navy. For higher levels of personnel, 
most training will be individual consultations, conferences, 
or part-tine continuing assignments with periodic reports 
On what is learned. Subsequent training will be primarily 
on-the-job training under selected supervisors, all of which 
will be supplemented by reluted study as approved or reconm- 
mended by the K.ecutive Selection Board. 


c. «a list of required individual and staff conferences necessary 
for proper induction into each new administrative area. 


ad. a& list of assigned readings on which revorts will be made to 
the supervisor of the administrative urea in which training 
will be taken. 


e. Proposals for related study, which may include evening school 
or correspondence courses fron educational institutions, 
attendance at professional societies, or individual papers 
pertinent to the field of atudy. 


f. agreements to make brief narrative progress reports, at least 
quarterly. 


g. Nomination of one or mare persons to be considered as 
training adviser to the individual. 


Training proposals may include attendance at universities or 
colleges pursuing specialized courses, 


G. OPERATING DETAILS: 


l. 


For Group 1 individuals the standurd training proposal will apply 
(See paragraph 1 under "TRAINING PLAN"). This is expected to 
provide a broad base for future executive deval opment and to 
allow the individual to be assigned to any one of the following 
adininistrative specialties ut the completion of six months of 
training. 





GS-201 
GS-21e 
GS-213 
GS-214 
GS-22) 
GS-222 
GS 225 
GS-230 
GS-301 
GS-303 
GS- 304 


GS-1711 
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Personnel administration Series 

Placenent Series 

wualifications Rating Series 

Test Rating Series 
rosition-Classification Series 
Occupational analysis Series 

Salary and Wage administration Series 
Employee relations Series 

General Clerical and administrative Series 
Organization and Methods Examining Series 
Budget administration Series 

Instruction Series 


Group ©, 35, and 4,individuals will be given training according 


to the training proposal. 


The basic requirement will be for 


the training to complete necessary coverage of the following 
administrative fields: 


a. Personne] administration 

b. General administration 

ec. Organization and Methods 

d. Budget administration 

e. Public Information and Publishing 


H. AUTHORIZATION: The Industrial Relat ions (Civilian Personnel )Office, 
acting under the direction of the Executive Selection md Devel opment 
Board, will provide the written confirmation that the requirements 
of the training proposal ure being mt as a necessary prerequisite 

to personnel actions based on this agreement. 


ACTIONS UNDER AUTHORIZATION (PLACEMENT): 


l. 


Individuals in positions below grade GS-7, or equivalent ungraded 


positions, who successfully complete 


the six months standard 


basic training program may thereupon be promoted to grade GS-7 
in any one of the listed class series (see “OPERATING DETAILS", 
paragraph 1). 


Persons in grades GS-7 through 15 (ses "OPERATING DETAILS", 
paragraph 1) may, for training purposes under an approved training 
plun, be transferred to positions at the same level in any of the 


listed class series. 


Further, us may be provided under an ap- 


proved treining progran, persons in grades GS-7 throigh 15 in the 
listed class series may, upon successful completion of prescribed 
requirements be transferred and/or promoted to the next higher 
promotional level in that one of the other listed class series 


toward which the truining was directed, 


Such transfers and/or 


promotions may be made on the basis that the training program 
will be required to provice the equivalent or established experi- 
ence requirements. 
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Persons in Group 2 with professional a scientific buckgrounds 
may be given credit for training time under un upproved sroposal 
against the tine requirements for the next higher level job in 
the professional or scientific series, or may huve the training 
time applied agueirst administrative exzeriences which may be 
necessary for such a promotion. 


Persons mo successfully complete the upproved training program 
for wage board perscnnel may be given credit for this training 
time in applying for a position at the next higher level. Persons 
in this group mey heave the treining time applied against ad- 
ministrative experience requirements for promotion to positions 
listed under parugreph G-l. 


APPENDIX B 
LETTER FROM CHAIRWVAN, CIVIL SERVICE COMMISSION 


TO THE UNDER SECRETARY OF THE NaVY 
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APPHIDIX A 
LATTER FROM CH»aIRMAN, CIVIL SERVICE COMMISSION, TO THE 


UNDER SECRETARY OF THE NAVY 


C Behe % 
0 UNITED STATES CIVIL SERVICE COMMISSION 
r Weshington 25, D.C. 
a¢ 


april 27, 1951 


Honorable Dan a. Kimball 
Under Secretury of the Navy 
Department of the Navy 
Washington 25, D.C. 


Dear Mr. Kimball: 


The proposal for Executive Selection and Development Programs for 
ths Department of the Navy which you submitted with your letter of 
april 6, 1951 has been reviewed by the Commission and is accepted to 
supersede the original agreement of January 30, 1950. 


Representatives of our Inspectinn Service have informed us of the 
success of your programs under the original asreement. It is noteworthy 
that rot only was your Department the first to effect an Executive 
Development agreement, but with the broader coverage provided by the new 
ugreement also the first to extend the progrem to the field service and 
wage board employees. 


We congratulste the Department of the Navy on this progreséive step 
taken at « time when the selection and development of competent executive 
und administrative personnel] will play so vitel a part in our cefense 
activities, 


again, let us assure you that the staff of the Commission will 
coopercte in every possible way with your Department and that you have 
our earnest support in the conduct of these programs. 
Sincerely yours, 


/s8/ ROBERT RANMSPSCK 


Robert Ranspeck 
Chairman 
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aPPENDIX C 


NAVAL ORDNANCE INSTRUCTION, 12230.4, of July 7, 1953 


0 het 
DEPARTMENT OF THE NAVY NAVORD 12230.4 
Bureau of Ordnmmce ad2-c 

Washington 25, D.C. 7 “OOS S 


NAVORD INSTRUCTION 12250.4 


From: Chief, Bureau of Ordnance 
To: Distributicn List 


Subj: Navy Executive Development Program for civilien personnel; 
Bureau participation in 


Ref: (a) NAVORDINST 12230.2, Employee Development Opportunities, 
of 29 Oct 1952 


Encl: (1) Sample training plan (technical) 
(2) Semple training plan (administrative) 
(3) Saple truirning plen (administrative) 
(4) Detailed procedures for nomination 


1. Purpose. The Navy Executive Development Program is designed to serve 
the interests of the Bureau by developing a more effective civilien 
working force. Interests of the individuals who may enter the program 
will be served by troudening their administrative skills and knowledge. 
In many cases it will result in more rupid promotion than would other- 
wise be the case. This program hes strmg Bureau sponsorship. It will 
require serious purpose and work from each participant. The program may 
ultimately prove to be one of the most effective tools for developing the 
best that is in our civilian force end thereby of achieving our objective 
of having the best run organization in the government. The purpose of 
this Instruction is to describe the operation and philosophy of the 

Navy Executive Development Program. 


2. Cancéllation. This Instruction und reference (a) supersede and 
cancel Part III, Chupter 2, Section 8 of the Bureau of Ordnunce Organi- 
zation end Procedures Manual. Notation to that effect should be mede on 
pages 152-152.2 of the Manual. 


3. Background. The armed Forces in this country have for many years 
paicé close attention to the development of their officer personnel for 
ultimate assignment to higher level manageriel positions. In addition 
to the more conventions] methods of training, job-rotet ion has been used 
extensively for this purpose. Job-rotation among militury personnel 

is so common to-dey that its training aspects sre often overlooked. 
Nevertheless, it has been Successful in developing leadership where the 
potential for it already existed, and in broadening and intensifying the 
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individual's administrative experience. Industry haa been forced, in 
recent years, owing to the very short lebor market and the highly 
competitive nature of our modern economy, to adopt similer mesesures to 
develop their manugerial personnel for tomorrow’s top posts. as a 
result, well organized prograns of executive development are to be 
found in a nimber of lurge industries. The primary factors uffecting 
the successful development of a progrem in the Bureau are: 


a. In July 1949, the Secretary of the Navy reslized that the Navy 
Department could no longer leave to chance the development of competent 
Civilian managers, and that the tightening labor market was making it 
increasingly difficult to employ ready-made manugerial persmnel from 
the outside. «accordingly, an agreement was made with the Civil Service 
Commission in early 1950 to initiete a program designed to develop the 
administretive skills of civilians who evidenced unusual potential for 
service to the Navy. Thus the program was instituted by and enjoys the 
full support of the Secretary of the Navy. 


b. While in the past the op,ortunity to participate in the Navy 
Executive Development Program has regularly been made available to Bureau 
civilian employees, the degree of participation has been low. ‘Those who 
have participated in the program to date have been uniformly outstanding, 
but their nomination and selection have been uccomplished in the face of 
certain difficulties. These are: 


(1) The initiutive to participate in this proyvrem has been left 
lergely with interested employees. accordingly, line management hus 
tended to assume a passive role toward their nomination and selection. 


(2) There has been a tendency on the part of many of the more 
able and deserving civilian er:ployees to postpone making application for 
the program because they huve felt that their current work responsibilities 
would not allow them to take the time necessary to complete the program. 


(3) There has been a tendency on the part of many of the less 
deserving and less able employees to make application for the program as 
& way out of their career difficulties, whether reel or imagined. 


(4) Supervisors have tended to releuse their less able employees 
for this program because such employees tended to be in the "more availa- 
ble" category. Conversely, supervisors have tended to discourage their 
more able end more deserving employees from applying because they have 
been in the “less aveileble” category. 


c. To encourage increased participation in the Executive Development 
Progrem, the procedure for nominuting candidates hus been modified to 
place the responsibility for nominating in the chain of conmand. (No 
publicity will be given to this program other than inclusion in reference 
(a), “Employee Development Opportunities,” and memoranda to divisions at 

appropriate intervals. ) 
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4. Description. The Executive Development Program is divided into 
two sub-programs, the Executive Trainee Program (GS-8 through GS-15), 
and the Management Intern Program (GS-1 through GS-7). 


&. Executive Trainee Program. The development of both tech- 
nical and administrative personnel is provided by this program throgh 
rotational assignments, seminurs, field trips, selected readings, 
and related university study. 


(1) The following are examples within the scope of the 
program: 
(a) Engineering and scientific personnel may broaden their administra- 
tive experience and knowledge and thus qualify themselves for higher 
manugerial responsibilities within their own line of work. Enclosure (1) 
is a copy of an actual plan for traéi:ing which served this purpose. 


(bo) administrative specialists may use the progrem as a vehicle for 
transfer to other administrative areas for which they would not normally 
qualify. Enclosure (2) is a copy of an actual plan for training which 
resulted in such a transfer. (c) administrative specialists may use 
the program tc broaden their knowledge of administration within their 
own area, and thus fulfill partial requirements for promotion. a plan 
for training which actually accomplished this purpose is illustrated 

in enclosure (3). 


(2) «as shown by the enclosed training plans, a large part of 
the training consists of productive work. Training assignments when 
skillfully planned to make use of daily operating problems will meke 
the training program less expensive from the standpoint of office workload. 
While such assignments may not always reflect the work priorities of the 
branch or section, operating problems cen be exploited profitably for 
training purposes, The Civilian Training Section und the Bureau's 
Executive Development Panel offer assistance to nominees und their 
supervisors in developing such training plans. 


(3) For candidetes of grade GS-13 and above, an additimal 
training element is available. Participation in “Managerent Institutes” 
offered at universities such as pittsburgh, Northwestern, Cornell, and 
Columbia, is available on an optional basis. These programs, varying 
from four to eight weeks in length, pertain to executive problems and 
techniques. In addition to salary, the Bureau will pay tuition, travel 
and per diem for successful aj plicants. 


(4) The Executive Trainee program requires a minimum of six 
months training. Because it is unrealistic to assume that outstanding 
persone can be given full-time training assignments for a six-month 
period, in the face of other work priorities, training assignments may 
be spread over a period of two years, on a part-time basis. With the 
trainee spending aly 25 per cent of his time on training assignments, 
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consisting largely of productive work, supervisors should feel less 
hesitant about releasing subordinates. 


b. Managecent Intern Program 


(1} Management Interns are selected from personnel currently 
working in any position within gredes GS-1 through GS-7. Candidates 
may use this program to transfer to an administrative specialty, or to 
increase tlreir effectiveness in any administrative urea in which they 
are already working. The six-month training period should be entered 
On a full-time basis, and equals one year of experience for qualification 
purposes, 


So. Nominating Procedure 


@. Kxecutive Trainee Program. Responsibility for nominating can- 
didates will rest with the chain of command, on the level of Branch Head 
or higher. Step-by-step nominating procedure, presented in detailed 
form in enclosure (4) is briefly: (1) referral of applicant to adZe 
for testing; (2) candidate is given recuired tests; (3) test results, 
and probability of success of formal nomination are discussed with the 
applicant and his supervisor; (4) if the applicant's qualificutions 
Werrant, a forma] nominution and training plan are prepsred and sub- 
mitted as described in enclosure (4); (5) BuOrd Executive Development 
Panel interviews the candidate and recommends approval or disapproval 
of his nomination; (6) on receipt of BuOrd Panel approval and recom 
mendations, the Navy Executive Development Board (Departmental) makes 
ths final selection. applications for participation in the program 
will be received at any time, but will be processed quarterly according 
to the following dates: 

Beginning of planned 


Deadlines for applications Work assi¢nments 
16 February | 20 april 
16 May 20 July 
16 sugust 20 October 
16 November 20 January 


ob. Management Intern Program. This program is offered annually, 
beginning early in January. The ceadline for nomination is approximutely 
6 November. Nominations follow the seme procedure described for the 
Executive Trainee Program. 

/s/ W. F. Schoeffel 

DISTRIBUTION 
& B In le 
Division and Progrem Directors 
Branch and Section Heads 
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BUORD PROCEDURES FOR NOMINATION sND SELECTION 
NAVY EXECUTIVE DEVELOPMENT FROGRAM 
4&. Informal Initial Steps: 
Step 1: Referral of employee for peliminery written examination. 


a. This referral may result fran systematic inventory of person- 
nel potential by Branch Heuds or higher echelons, or, it muy be the 
result of the initiative of an employee who desires an opportunity for 
development. 


db. The eupervisor reports the employee's name, grade, position 
title, organizational code, and hiS own nume and phone number to the 
Recorder, BUORD Executive Development Fanel (ad2c). 


c. ##hen examination is scheduled by the Departmental Civilian 
Personnel Division (DCFD), of the Bxecutive Office of the Secretary 
(EXOS), ad2e notifies the supervisor of the time and plece. 


Step 2; Notification of Exanination Results and Recommendations. 


ae DCPD (EX0S) submits results of examination to the Recorder, 
BUORD Executive Development Panel (ad2c), 


b. Ad2c advises nominee's supervisor of test results and consults 
with nim regurding probability of success of success of formal anpplica- 
tion and nomination, and nature of trainins progran proposal, if any. 


c. Supervisor informs nominee of test results and decisioa 
reached in (b) above. 


B. Formal Presentations md Reviews: 


Step 1: Employse applies by preparing a memorandum requesting 
nomination to the program. 


a. addressee: Recorder, Navy Executive Development Board (DCPD), 
via (1) employse’s supervisor, (2) Branch Head, (3) Division Director or 
the executive officer in charge of budget and compliment, and (4) Recorder, 
BUORD Bxrecutiva Develonmnent Panel (Ad2Zc). 


b. Subject: Executive Developnent Program fo (n-me of anployee, 
his grade, BUORD code); oroposul for 


c. References: NACORDINST 12230.2 (citing appropriate paragraph) 
end (bd) NAVORDINST 12230.4. 


93 


BUREAU OF ORDNaNSE Enclosure (4) NaVORDINST 12230.4 


d. Enclosures: (1) fFroposed Sxecutive Development Plan. 
(This plan should incliije, in chart form or otherwise: What is to be 
learned, where it is to be learned, how it is to be learned--if by work 
experience, research project, course of study, etc.--how long it will 
take, and to whom the employee will be responsible ut the time. It 
should also show who is to be the anployse's counselor or counselors 
during the program. Examples of programs sare availsble in ad2c as well 
as general assistance with respect to developing a program). (2) Standard 
SCS Form 57, completed and up to date. 


e. Content: Paragraph (1) should request oon sideration for 
executive development. Subsequent paragraphs shaild set forth the 
enployee’s Training Objective und Statement of Cureor Interests. 


f. The memo and all endorsements should be forwarded with an 
original und one courtesy copy. Six copies of tha meno and proposed 
employee development plan should be delivered to the Recorder (ad2c). 


Step ae Endorsements und BuORD Review. 


a. The employeo'’s supervisor, and the other muanugenent repreSsen- 
tatives to whom the memorandum is routed within the Division, will each 
add their comments and recommendations by use of the standard Navy 
correspondence procedur oe. 


b. The Recorder, Executive Development Panel (Ad2c) will: 


(1) Review the memorandum, enclosures, and endorsements for 
compliance with procedure and informations] adequacy for review by the 
Panel. 


(2) Submit to the Chairmen and euch Panel menber a copy of 
the memorandum requesting nomination and a copy of the ULCPD (SX0S) exan- 
ination report. 


(3) Place consideration of the nomination on the agenda for 
the next panel meeting. 


(4) Set up a folder on the nominee, filing the first carbon 
copy of the memorandum und all subsequent documents relating to the 
executive development prosram for that employee. 


ce. action by BUORD Executive Development Panel; 
(1) Reviews application and endorssrnents. 


(2) Sets up membership of BUORD Interview Panel und date for 
meeting with employee. 
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(3) The Interview Punel assesses the nominee to determine 
adequacy of his proposed program, recommends revisions, and considers 
his acceptability for the Executive Development Program. The Panel is 
composed of persomel familiar with the areas covered by the proposed 
program. 


(4) The BUORD Executive Development Panel, vy endorsing 
the memorandum requesting nomination, recommends acceptance of the 
nominee by the Navy Executive Development Board, or recommends to the 
employee's Division that the namination be withdrawn. an endorsement 
is prepared by the Recorder of the Executive Development Panel for 
signature of the Chairman, und the interview rating sheets of the Review 
Panel are attached as an enclosure to the endorsement if acceptance 
has been reconmended. 


Step 3: Departmental action: 
4. action by Recorder of Board. 


(1) Chseks nominution papers far completeness and compliance 
with required procedure. 


(2) Presents nominations to Departmental Panel. 
(1) Reviews nomination and interviews applicant. 


(2) accepts, rejects, or recanmends changes in proposed 
training program. 


e, action by Chairman of Board. 


(1) By Navy letter informs Chairman, BuORD Executive 
Development Pane, Via Recorder (Ad2c) of acceptance or rejection of 
nominee and transuits to the Bureau forms NaVexo0S 3114 and 3108, 
Departmental und Navy Executive Development «agreements, respectively. 
The letter is prepared by the Recorder for the signature of the 
Chairman. 
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